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INTRODUCTION 


HE automobile shop station is replacing the various specialized repair i 


shops, with corresponding changes in management. Primary responsi- — 
bility for this evolution rests with the motor car manufacturers, who have 
worked unceasingly for the mechanical perfection of their product, and 
have made it easier and less expensive to replace a worn or damaged part 
than to repair it. But car owners must also be given credit for realizing 
that a car is of no use to them while in the repair shop, and that the regu- 
lar maintenance that keeps a car on the road amounts to considerably less 
in the end than the bills for repairs that proper servicing would have 
prevented. 


q As a result of this trend, the services that keep the car in a condition 
to avoid repairs now constitute the steadiest sources of income for the 
service shop or garage. This is particularly true where the shop is 
equipped to offer complete service on the car, both maintenance and repair, 
from such simple but essential jobs as lubrication and car washing, to the 
more technical work of engine overhaul and body repairs. <A detailed 
study of the records of three complete service shops, covering the serv- 
icing of some 1250 cars, shows that during the first year the owner pays 
five times as much for the maintenance of his new car as for repairs, 
because pride as well as prudence governs his expenditures; but this 
difference in ratios constantly diminishes as the car grows older, until 
_in the fourth year as much is spent for repairs as for maintenance. 


@ These facts indicate very clearly that the future opportunity in auto- 
mobile servicing lies in developing permanent customers for both main- 
tenance and repairs, and in increasing the ratio in favor of maintenance 
by substituting inspection, care, and prevention for repairs after the 
damage occurs. The extent of this field is shown by the fact that complete 
automobile: servicing includes a total of twenty-six distinct maintenance 
and repair jobs, for all of which every permanent customer is at some 
time a good prospect. Therefore the service shop whose management is 
alive to these many opportunities and knows how to take advantage of 
them can be kept busy and profitable. 


@ To build a shop up to this happy position requires better salesmanship 
of service on the part of the shop owner and all his employes, and a 
coordination of effort that will assure the complete and satisfactory serv- 
ice promised by the salesman. It also involves the securing of new 
customers as well as the holding of present ones; enlargement of the 
service wherever necesary to make it complete; the improvement of all 
service so as to include “spotting” things needing attention besides 
properly servicing troubles reported by the owner; the selection or train- 
ing of employes competent not only to render efficient maintenance and 


repair service, but also to sell such service when they discover a need 
for it. 


@ The service shop manager who aims at making his business larger 
and more profitable has an efficient guide in his shop job tickets. They 
show very clearly both what services he is now selling to his customers, | 
and what other services are being taken to other shops because he is not 
yet equipped to handle them—or perhaps is not keeping his equipment 
busy through lack of proper salesmanship or proper servicing of jobs 
actually sold. These are matters primarily of management. It is for the 
manager himself to study his possible markets, and his ability to reach 
and sell them, and to correct any shortcomings in himself or his organiza- 
tion that may be retarding the growth of his business. There is work 
aplenty to be had by the service shop that goes after it right and handles 
it right. 


q For their cordial cooperation in the preparation of portions of the 
text, and for the use of illustrations, the authors are indebted to these 
manufacturers: 


Bear Manufacturing Company, Rock Island, Illinois 

Burroughs Adding Machine Company, Detroit, Michigan 

Dennison Manufacturing Company, Framingham, Massachusetts 

Federal Electric Company, Chicago, III. 

Westinghouse Electric and Manufacturing Company, E. Pittsburgh, 
Pennsylvania | 

Wheel Service Equipment Corporation, Detroit, Michigan 
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GOING INTO BUSINESS 


Ambition is a natural human emotion. The goal of every 
normal person is to become independent; not necessarily 
wealthy, but to have charge of his own affairs and the rea- 
sonable assurance of a comfortable living. Almost every 
mechanic aspires to go into business for himself and own his 
own shop. In the natural evolution of business events, the 
mechanic of today is the shop owner of tomorrow. 

After he has spent a certain number of years in the auto- 
mobile service business, first as mechanic, then as foreman, 
and then as service manager, he has acquired, if he is the de- 
pendable and intelligent type of man, a thorough knowledge 
of the business and it is only reasonable that he should capital- 
ize on this knowledge for himself. The pay of a mechanic is 
seldom computed in large figures and he seldom becomes rich 
in the employ of another; but his knowledge of the business 
and his accumulation of business sense acquired through in- 
telligent observation during his years as a mechanic are worth 
money to him as the proprietor of his own shop. He can even 
sometimes borrow money at the bank on this knowledge as 
collateral. 

Going into business is usually effected in one of two ways: 
buying an existing shop from its present owner or starting 

from scratch. The former plan is frequently the more desirable 
from the standpoint of capital expense but may not be sucess- 
ful if there are inherent disadvantages in the shop. In other 
words, the existing shop is usually equipped with the hundreds 
of small items which are necessary to the operation of the 

business, such as benches, small jacks, horses, light bulbs, — 
wiring, brooms, and cleaning equipment. In the new shop, all 
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these must be purchased, and their cost will aggregate an ex- 
pense figure of no small proportion and take money which 
could be used to better advantage in the purchase of more 
important equipment. 

However, in considering the buying of an existing shop, 
it may be found that it has drawbacks which cannot be over- 
come. The main highway or chief traffic street may have been 
moved to another part of town; the shop may not be accessible 
for customers; traffic may be too heavy for easy drive-in; the 
shop may be in the flood area; or it may have any one of a 
hundred disadvantages which would make its purchase un- 
desirable from the profit standpoint. So that, while buying a 
shop may offer a saving in first cost, it is well to investigate 
all its cireumstances before investing time and money in it. 

If it is under a natural handicap of any kind, it had better 
be closed up and the equipment moved to another location; but 
if it is for sale because of owner’s sickness, owner’s unpopu- 
larity, loss of business through high prices or inefficient service 
work, and offers an opportunity for improvement through the 
right management, then it can be Beriousty considered as an 
investment. 

Starting a shop from nothing has the advantage of allow- 
ing the exercise of judgment in all factors—location, equip- 
ment, appearance, etc. While first cost may be more, the 
chances of success will be greater because of the planning 
which is done in deciding these factors. Therefore, it is well 
for the prospective shop owner to weigh all factors which 
affect expense, possible business, etc., before making his de- 
cision, and to consult both his banker and his jobber to get 
their ideas on the matter. 

It is always a good plan to take paper and pencil and list all 
of the things which have a bearing on the matter in hand. In 
this way you have the entire picture before you in black and 
white and can give it an intelligent study. The factors which 
must be taken into consideration when contemplating a busi- 
ness venture of such a nature as opening an automobile service 
shop are: 1. Business Available; 2. Self-Analysis; 3. Capital; 
4. Financing; 5. Services to Offer; 6. Selecting a Location; 7. 
Buying Equipment; 8. Management; 9. Accounting; 10. Mer- 
chandising and Advertising. 
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Business Available 


Naturally, the thing that makes a business successful is 
the volume of sales, whether they be of merchandise, advice, 
or service; and if a satisfactory volume of business is not indi- 
cated in your plan, then you must change it. 


Locating your auto lift in view of customers makes it an advertise- 
ment of many different services. 


| 


| If you intend to engage in a specialized service or to major 
in one particular business, such as brakes, ignition, motor re- 
conditioning, etc., you will have to consider such matters as 
competition, customer acceptance of that service and how much 
the customers will pay for it and how much demand there is for 
it, and so arrive at a possible volume of business available. 
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If you intend to offer a general repair service, consider 
your competition from specialists, how much of the work you 
can do in your own shop, how much you will have to pay for 
work farmed out, etc. The first important step in your calcula- 
tions is to arrive at a conservative and wholly possible volume 
of business to be obtained. 

After you have established this figure to the best of your 
ability and with the help of business men who can give you 
their slant, you will have made a start on your problem. At 
this point it must be remembered that there is a definite mini- 
mum relation between sales volume and profit. In other words, 
you must do a definite minimum of business in order to pay 
fixed expenses, such as light, heat, power, taxes, interest, office 
expense, shop overhead, and other costs which do not come to 
light until they are due—and that is usually at a bad time. 
Therefore, assuming that your business is entirely labor or 
service and that you have two men in the shop, yourself and 
another, let us see about what your monthly expense will be 
in a sample case: 


emt or Interests 2 cos ee $ 60.00 
Tames, Thsurance. 600... 66. kai 15.00 
ME arIOG OF WOON cece Le 300.00 
Rit Re Pe A gs 60.00 
Telephone, Office, ete.........-..---22c.ccin cece 10.00 
PCCP oe i ee 10.00 
TIGUPOR NEG oe a 20.00 


Gas, Acid, Supplies, and other shop overhead 25.00 
Total $500.00 


It appears, then, that you will have to do about $500 
worth of service work per month in order to break even and 
divide $300 as wages or salary between you and your mechanic 
or partner. Any reduetion you can make in any of these ex- 
penses will, of course, put you so much to the good. But your 
fixed expense must be paid first, and your business will go 
into the red figures if you fail to do the minimum volume. 

The example given above is simple and most elementary, 
but it serves to show that a definite proportion of volume to 
expense must be established in your calculations. Therefore, 


_if in your plan your figure on available business is sufficient. 


to cover the expense which you will incur, you may safely 
consider your project further. 
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Self-Analysis 


It is assumed that, since you have the ambition to own 
your own business, you are possessed of average intelligence 
and reasoning ability. However, when a man assumes the 
responsibility of shouldering a business, it is frequently neces- 
sary for him to make some changes in his habits, strengthen 
his weaknesses, or develop new characteristics. It should not 
be considered silly for a man to make an analysis of himself 
for the good of his proposed business and himself. Are you a 
business man or a mechanic? 

The happy combination of good mechanic and good busi- 
ness man in the same individual is, unfortunately, rare. If 
you are that combination, then you are to be congratulated and 
your problem is much easier. But if you are one or the other, 
you will need help from either yourself or others. 

If you are a good mechanic and shy on business sense, try 
to develop that sense in yourself; that is, if you intend running 
the business without help. If you intend to have a partner or 
assistant, try to select one who possesses the qualifications 
which you lack. Remember, there is more to operating an auto- 
mobile service business than turning out a perfect mechanical 
_ job. All business is conducted for profit, and if you do not make 
a profit on a job, you are not in business. 

To be successful and profitable, the service business re- 
quires both mechanical ability and business ability. The good 
mechanic has that technical sense which makes him able liter- 
ally to “see through” a piece of mechanism; while good busi- 
ness sense is the ability to know a profit opportunity and rec- 
ognize it a long way off. The good business man makes a profit 
by using merchandising plans, advertising, etc. 


Capital 


Whether furnished by a sponsor, by yourself, half by a 
partner, or through the formation of a stock company or cor- 
poration, capital must be treated as most important and used 
with the utmost care. It must earn interest or dividend; and 
to do this, it must be invested profitably. Regardless of the 
origin of the capital, an earning is expected of it and, if this 
is not forthcoming, somebody will be dissatisfied—either 
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owner, partner, stockholders, or capitalist. It should earn six 
per cent minimum over and above all expenses connected with 
the business; and the ability of the management determines 
how much more than this the capital earns. 

Capital must not be used to satisfy a whim or fancy but 
to purchase material, tools, or equipment which will return a 
profit. Therefore every dollar must be placed to the very best 
- advantage, and the managers of the business must determine 
this placement. If located on a side street in an obscure part 
of town, to spend one hundred dollars for a plate glass window 
and gold letters would be foolish; but the same expenditure on 
Main Street might bring in business enough to pay for it a 
hundred times over. 

Twelve hundred dollars for a cylinder grinder or piston 
grinder in a shop which can get only two jobs a week for it 
would be an unwise investment, while in a productive territory 
the same machine could earn at the rate of fifty per cent by 
being kept busy every day. And, conversely, investing in cheap 
or inadequate equipment when plenty of business for it is 
available is unwise. If you are doing four lubricating jobs a 
day and have prospects for increasing this to ten, it is foolish 
to try to get along with one or two hand-operated guns. These 
illustrations show what is meant by unwise. investing of | 
capital. | 

_ The amount of capital needed to go into business depends 
entirely upon the nature and scope of the plans, the size of the 
town or community, the-size of the shop, and what services are 
to be offered to the customers. The chief matter to be kept in 
mind is to make provision for all capital requirements. 

If you have spent all of your capital for equipment, build- 
ing, and supplies, and have nothing left with which to carry the 
account of a good customer for thirty days, nothing left with — 
which to pay a bill which offers a five per cent discount for 
early payment, and nothing with which to pay the gas or elec- 
tric bill, your business will soon find itself embarrassed and 
even threatened with receivership. The proper way to begin 
is to be sure you can carry on for ninety days without collect- 
ing a penny. In these ninety days it is expected that you will 
have brought into the new shop enough business to start your 
business ball rolling. 
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Be sure, then, that you have protected your investment 
against the demands of creditors for at least ninety days, so 
that your new shop will not be smothered before it has had a 
chance to blossom. 


Financing 


It is difficult to define the difference between financing 
and handling of capital. Capital has been discussed as it is 
used in the opening of a shop or the organization of a new busi- 
ness. Financing is a year-round duty, necessary to carry out 
business changes and improvements in the shop, etc. While 
the subject is entirely too broad to be treated in any detail 
here, its importance must not be overlooked. 

There are two important business men whom the shop 
owner must make his friends—the banker and the jobber. In 
spite of the unfavorable light in which bankers find them- 
selves during a panic, the average conscientious banker is still 
a good man to whom to take your financial difficulties. See your 
banker frequently and talk over your business with him. You 
will pick up many a valuable piece of advice. 

Your jobber is indispensable to you, not only in the matter 
of supplies and equipment, but also in the matter of financing. 
To have open-account terms with a responsible jobber and to 
be able to buy equipment from him on notes is the highest 
. recommendation of a service shop. Not only will your jobber 
be able to arrange the financing of new equipment and parts 
for you, but he is also frequently in possession of valuable 
information about your business and possibilities for your 
shop, and this advice can be yours if you are in good standing 
with him. 


Services to Offer 


Service is another subject which can be discussed with 
your jobber to considerable advantage. Simply because you 
think a certain service would be profitable in your community 
or location, your enthusiasm does not necessarily mean that 
you are right. You may not know all there is to be known 
about the matter and, to avoid a pitfall, it is well to make your 
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own investigation. Visit the shops which are offering the 
kind of service in which you are interested—not necessarily 
in your own city—and get first-hand information on the work, 
how many customers are buying it, and what its profits ap- 
pear to be. It is preferable to jump in your car and drive to 
another town fifty or sixty miles away and spend the day 
visiting shops: You cannot absorb too much of this first-hand 
information, even if you are conducting a prosperous shop and 
have the best service depot in your city. 

Almost every service man is thoroughly experienced in 
one or two particular types of work, and these are the services 
he should concentrate on when starting his own shop. He 
knows them thoroughly and can give dependable service which 
he can guarantee. What you can do best should be the head- 
liner in your service; then, after you have thoroughly estab- 
lished this. service, you can begin to look into additional sources 
of profit. 

Gasoline and Oil. The selling of gasoline and oil is profit- 
able as a business-building activity. Even though the profit 
to be realized may be small, except in the larger community or 
heavily trafficked district, the handling of gasoline and oil is 
to be recommended to the new shop owner, if for no other ad- 
vantage than customer contact. Meeting and talking to fifteen 
or twenty gasoline customers a day will result in many a 
service job, part or accessory sale, or the gaining of valuable 
information. 

You may think that you are too busy to be called from your 
shop work to pump five gallons of gasoline for a fifteen-cent 
profit; but if you are a smart business man, you will realize 
that you are selling a future job, a little at a time. Of course, 
if you are going to come out grumbling about it, you had better 
not do it, because a sour face never sold anything. If you come 
out with a smile, your customer will be all-the more impressed 
with your service because you cheerfully stopped an important 
job to meet him. Before putting in the gasoline and oil depart- 
ment, make inquiry of various oil companies, for there are 
many of these companies that will furnish, rent, or finance the 
equipment necessary for such a department. 

You should investigate first among the more progressive 
oil producers—those refiners who are putting effort and money 
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into constant laboratory work and research to see that they 
produce the best of oils, and then take care that their products 
are delivered to the car owner in the same condition. The oil 
company that spends money advertising its product to the 
consumer is rendering every one of its dealers a service, and the 

shop displaying the emblem of this refiner is identified as re- 
liable, and so secures customer confidence. 

The services to be offered your customers depend upon 
several factors which you can best determine yourself. For 
instance, climate would control the profit in anti-freeze service, 
chains, heaters, etc. The condition of roads in your community 
would influence the amount of activity in car washing, spring 
service, and steering service. The competition already estab- 
lished where you intend to logate, the amount of capital you 
have available for equipment, and the class of trade in your 
town or city, all have a bearing on the selection of services in 
which you intend to engage. Following is a brief survey of the 
more popular automobile services. 


Lubrication. Offers reasonable profit on comparatively 
small investment. Must be advertised to your customers, and 
from time to time should be offered at a special price in com- 
bination with some other service, such as oil change, car wash, 
etc. Competition from oil stations should not seriously affect 
your customers if you do the job right at a fair price. 


Battery. Small investment and reasonable profit. Must 
have service car for road service and offer evening trouble 
calls. In most shops, twenty-four hour service has been found 
unprofitable. The sale of new batteries provides a source of 
considerable profit in this type of service, and the shop owner 
should make a dealer contract on a good battery with a dis- 
tributor or jobber in his territory. 


Tire. Highly competitive but profitable if merchandised. 
Requires salesmanship to sell new tires, but it can be done. 
Tire service or repairing alone, without making a profit on new 
tires, is not very profitable at present prices. 


Electrical. Becoming more and more profitable with 
modern equipment for testing electrical units. Much motor 
trouble is due to faulty ignition and power circuits, and finding 
these troubles’ quickly and accurately offers service profit as 
well as the opportunity to sell new units, such as coils, con- 
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densers, cables, armatures, points, spark plugs, etc. Also offers 
work from other service shops not equipped and from fleet 
owners. Electrical equipment and testing instruments are 
good investments. 


Brake and Wheel. A specialized service requiring equip- 
ment, but profitable if kept reasonably busy. Requires mer- 


Hunting brake trouble at its source. 


chandising to teach car owners the necessity of correct brake 
service. Also offers profit in the sale of brake lining, replace- 
ment shoes, and other parts. Investment fairly large but re- 


turns profit if the business is available. 


Motor Reconditioning. Always a profitable service. En- 
gines are subjected to the most wear and require the most 
service. Requires good mechanics and good equipment to do 
satisfactory work; the equipment requirements vary with the 
size of the shop and the amount of work being done. Offers 
good service profit as well as the opportunity to sell replace- 
ment parts. Well-equipped motor shops make a profit. 


‘ 
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Wash and Polish. A money maker if the department can 
be kept reasonably busy. Requires advertising to secure cus- 
tomers. A good plan is to offer Friday specials at a reduced 
price or in combination with some other service. If the busi- 
ness can be brought in, a good car washer can make a handsome 
profit for its owner, particularly in fair weather. 


Body and Fender Repair. Very profitable on small in- 
vestment. The handling of wrecks is work for a specialist or 
special department, but simple fender repairs can be done 


satisfactorily with: small investment in equipment. Service 
must be merchandised to car owners while cars are in the 
shop for other purpose. 


General Repairing. A broad subject, covering chassis re- 
pairs, welding, shock absorber service, gear and axle repairs, 
etc. Very profitable in the well-managed shop. Requires shop 
equipment for efficient work and saving of time. Offers op- 
portunity for the sale of replacement parts of almost every 
description. The investment in general shop equipment brings 
good returns. 


Storage. Storage service is decreasing in volume because 
of the increase in residence garages, but there are still a num- 
ber of car owners who live in apartments without garage fa- 
cilities. These offer from five to ten dollars per car per month 
for live storage. While the average service shop has no more 
space than it actually needs, if the space is available and not 
used for other purposes, the possible revenue from storage 
might well be investigated. 


Parking. Parking service has recently become popular 
because of city ordinances and restrictions on street traffic. 
Many extra dollars can be realized from the accommodation to 
motorists if you have the space, either in an adjoining lot or 
in your building. 


Accessories Sales. Should be included in every service 
shop. Sometimes the sale of a single item will pay you more 
than the labor charge for half a day. There is always a market 
for such things as car radios, heaters, tire covers, horns, etc., 
and for replacement items like fan belts, lamp bulbs, radiator 
seal, hose connections, etc. These things, displayed properly, 
offer extra profit. 
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Selecting a Location 


While a good service shop will attract customers even if it 
is not in the best location, in selecting a location steps should 
be taken to prevent handicapping your business by having your 
shop in a position that will discourage new customers. A shop 
in a dangerous neighborhood; a shop requiring a left turn in 
traffic to enter, or the backing out into a main artery to leave, 
or without sufficient room to maneuver a car; a shop too far 
out of the way for passing motorists to become familiar with 
the signs, are all drawbacks to the business of that shop. And 
again, your location should not be in a district so high-priced 
as to make your rent and taxes more than the business can bear. 

The most successful shops are on corners where the cus- 
tomers can drive in from one street and drive out onto another, 
or else have ample room to back around in and head in any 
direction. Cramped quarters are a horror to motorists who 
care for their cars, and they prefer to patronize a shop or 
station where they are reasonably sure that their cars will 
not suffer dents, scratches, or greasy fingermarks. 


Buying Equipment 


Bearing in mind the proper relation of profit to volume 
and cost, the purchase of equipment should be apportioned so 
as to offer the greatest return in business possibilities. In 
other words, if your new venture indicates a good volume is 
available in motor reconditioning service, then you will need 
such tools and equipment as cylinder hones, valve facer, seat 
grinder, seat reamer, electric drill, valve lifters, pin hole tools,. 
hand tools, etc., before you will need equipment you could use 
for other services which you intend to offer a little later. 

It is a good plan to get a department on its feet and show- 
ing a profit before neglecting it to develop some other line of 
work. If you have enough capital to finance the necessary 
equipment to offer complete automobile service and the busi- 
ness is to be had, by all means go ahead and equip for it. 

Consult Your Jobber. One of the first steps in the buying 
of equipment is to consult your jobber. He handles everything 
you will need in your business, and in addition he knows every- 
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thing about your business, your location, your possible cus- 
tomers, etc. He can steer you right in many matters and, if 
your venture looks good to him, he may be able to offer you 
terms on the purchase of your equipment, parts, and supplies. 

Your jobber is a necessary factor in your business. He 
is the contact between you and the factory producing the 
parts or tools you use. He is able to make adjustments with 
the factories for you, give you service on the equipment you 
buy from him, and supply you with many business-getting 
plans and ideas. We can suggest no more sound advice than: 
“Consult your jobber.” 


Management* 


Briefly, management is that part of the business activity 
which makes the profit. It does not take any brains to lose 
money. Anybody can give things away; but to make every 
dollar of expense count and to show the best possible return 
on the investment require a certain amount of management. 
A good manager is continually on the lookout for chances to 
increase the efficiency of his shop, to cut down the overhead, 
and to reduce the losses to a minimum. He is always seeking 
new ideas and looking for additional opportunities for mer- 
chandising at a profit. 

Overhead and shop expense must be deducted from the 
gross profit or income before the actual net profit is realized; 
and if losses are allowed to grow large enough to eat up the 
profit, then you have no business. There are losses from idle 
mechanics, from wasted electric current, from spilled gas or 
oil, from mistakes of careless mechanics, from poor equipment 
or poor parts, and from a host of other sources which the good 
manager recognizes on sight. If your service work must be 
charged for at a high rate to take care of these losses, then you 
will lose business to other shops. 

It is a good plan to establish shop costs and the consequent 
rate of overhead each month, so that you can charge hourly 
rates that insure a profit or cut overhead to meet the needs of 
service prices. Some shops break up the service dollar as 
shown in the following tabulation: 


*See discussion on ‘‘Management,” page 19. 
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Jan. Feb. Mar. 


BI DOP iiiaits shel chisncideciarn eae 50.0% 
5 RSE Ei Ge ame ate Ni gc 12.0% ee 
Light, Heat; Power... -...0.:2..:.c.45 02.09%. — ae 
Taxes, Insurance........-.................-- 00.5%: 2 eee 
DODYOCINEION ound kos ccs 01.0%" 2 ee 
SOD: MUONS, 2.5 os est. Sep eoesdceoas 02.5%. 2 
Telephone, Office Expense............ 020% ...._s _ 2 
PAVERS oo 2 040% 22 See 
Delivery Service ..25....000.5..25..0% 05.0% °* 2 ~~ ae 
Mise@iianeous§ .......2e Sci OF.0%: © 0 
BOO 4.00. ee 
PUGET ios Gath ee ms ae es 
SOO = ee 


This lists the percentage of overhead which each different 
expense should be, so by recording the actual expenses under 
each month, the manager can see at a glance which cost is 
running more than its share or allotment. It also allows a 
monthly check on overhead, indicating what action should be 
taken to keep the business on a profitable basis. The total per- 
centage provides a 20 per cent profit, which is normal. The 
hourly rate is determined as follows: 


Shop hours per month .................222........ 225 
Stee “tiie “Gapproe:) oh he 75 
Actual working hours: 260i aa 150 


Monthly overhead divided by actual working 
hours equals hourly shop overhead. 


Therefore— 
$450.00 divided by 150 equals $3.00 


Hourly shop overhead divided by the number 
of productive mechanics equals overhead 
rate per mechanic. 


Therefore— 
$3.00 divided by 4 equals $0.75 


In addition to operating the shop end of the business at a 
profit, the good shop manager is also concerned with account- 
ing and, most important, merchandising and advertising. 
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Accounting* 


It is best for the new shop owner to have an experienced 
accountant open a set of books for him. These books should 
be no more than adequate for the business. Complex systems 
are a source of worry and bother to the shop owner and leave 
him little time to do anything but work on his books. 

There are modern bookkeeping machines, expressly de- 
signed for the purpose, which simplify the bookkeeping of the 
service shop and make this department almost automatic; if 
the capital is possibly available, such a machine should be pur- 
chased at the beginning. With a modern accounting machine, 
you will be sure of your business condition, you will be accurate 
with the accounts of your customers, and you will receive more 
respect from your banker and jobber. 


Merchandising and Advertising** 


Every business activity involves and requires merchandis- 
ing. Whether you sell service, parts, accessories, or what not, 
the operation is still merchandising, and your ability as a 
merchandiser determines the extent of your success in busi- 
ness. You may be a successful mechanic, capable of turning 
out a perfect mechanical job; but if you do not promote your 
business and increase your customer list and sell more service 
or parts, your success will be limited. If you are going into 
business, remember: “Business is Merchandising.” 

In planning the amount of merchandising you will do, 
make up a list of the various opportunities open to you. For 
instance, if you will handle gas and oil, investigate the differ- 
ent contracts which the refiners and oil companies offer in 
your locality. You may be able to secure a very desirable fran- 
chise from one of them, in which the equipment is furnished, 
rented, or supplied to you while you handle that particular 
brand of products. With this franchise, the oil company will 
supply literature and other promotion material which you can 
use to increase your business. 


*See discussion on ‘‘Accounting,’’ page 40. 
**See discussion on ‘‘Merchandising and Advertising,’ page 45. 
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Consider the dealer discount on parts and try to: figure 
how much increased profit you will realize if you devote a 
certain amount of effort to merchandising these parts. Natu- 
rally, customers will not flock to your shop simply because you 


Electric testing equipment shows up ignition and generator 
weaknesses. 


have parts in stock. You must sell them—you must merchan- 
dise. After all, you can work only eight or ten hours a day and 
if your only income is from labor charges, your profits will be 
limited. Sometimes you work an entire day to make as much 
in labor charges as you could make on the sale of a single ac- 
cessory or set of parts. Be a merchandiser. 
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Quick-service items, such as fan belts, lamp bulbs, spark 
plugs, cables, etc., are profit-makers and should be carried in 
stock and merchandised. These items should be carried on 
shelves or racks provided for that purpose so that customers 
can see them and so that they are easily available to the service 
man when selling them to a customer. 

Automobile accessories are profitable when properly mer- 
chandised. Accessories should be carried in a special depart- 
ment. They should be attractively displayed and placed so that 
they will be visible to all customers. And it is very important 
that all accessories should be kept clean. 

Advertising is one of the important requirements for suc- 
cess in any business. You must advertise in order to build and 
maintain your customer list and to bring in a sufficient volume 
of business on the special offers which you may run periodically. 
Your local newspaper—provided your town is not so big 
that your ad will be hidden in the bulk of the paper—offers an 
attractive medium for announcing your business to the public 
and for offering special sales. 

Printed handbills are one of the oldest forms of advertis- 
ing and are inexpensive. Handbills distributed in parked auto- 
mobiles or mailed to prospective customers will bring in a cer- 
tain amount of business. 

A neon display sign on the front of your building, announc- 
ing that you are running a service station or a garage, is one 
of the most attractive and effective means of advertising that 
is in use today. 

Last, and probably most important, is direct mail adver- 
tising. Keep both your customer and your prospect list up-to- 
date and complete, and see that all persons listed receive weekly 
or monthly a letter or postcard, telling them something about 
your business, about special offers, or about something else 
to keep your name before them. 

The value of each of these methods of advertising will 
differ in different communities and under different conditions. 
It is well to concentrate on those which have proved to be the 
most effective in your community. 


MANAGEMENT 
Training Your Employes 


Whenever you see an outstandingly successful garage or 
service station, you may be sure that that organization has 
some regular plan for training employes. This important work 
is invariably handled personally by the proprietor. And it is 
natural that it should be, for it is reasonable to suppose that 
the man who is responsible for the success of the business 
knows what he wants done and how it should be done. 

There is no training like setting a good example personally. 
It is obviously ridiculous for the owner to tell his employes to 
be polite to all customers and then be anything but polite and 
friendly himself; or to explain the importance of prompt at- 
tention to the wants of gasoline customers and then look the 
other way when a motorist drives up to the pumps. 

Going “stale” is another way in which some employers 
begin to lose their grip on service work. This comes from not 
keeping up with developments. All too many who have the 
title of ‘‘boss” get so close to their own work that they fail to 
watch the progress of the industry. It is highly important 
that anyone in charge of a service station, regardless of its 
size, should do everything in his power to keep abreast of the 
times. Automobile business magazines picture and tell of the 
rapid strides that are being made in the automobile business. 
And automobile developments are not all confined to technical 
matters. The man who reads his trade papers has many ad- 
vantages over the one who intends to read them “some time.” 

Employe Meetings. Probably the most logical way of 
bringing special information or instruction to employes is by 
means of meetings, which can be made both interesting and 
helpful. Each meeting must be carefully planned so as to 
leave with the men something definite to think about. In 
handling the meeting, the subject chosen must be given the 
bulk of the time. The meeting should be limited to as brief a 
period as possible—one hour is ample for the serious business. 

Such subjects as “Value of Personal Cleanliness,” ‘‘Im- 
portance of Keeping the Shop Clean,” “Selling Grouped Service 
Operations,” etc., may be used. There is no end to the list of 
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matters that must be kept before the men. Many timely sub- 
jects for discussion come from the automobile trade papers. 
Money-making ideas are found in the fall articles on anti-freeze 
solutions, winter lubricants, winter accessories. Similarly the 
articles of early spring and summer on warm weather acces- 
sories, lubricants for summer, and other “hot” specials form 
excellent subjects for meetings. And scattered in between the 
technical and semi-technical articles will be found many a 
worth-while article on selling service, advertising, etc. 

We may as well face the facts and admit that the average 
mechanic is not inclined to read or study. That is why he 
_remains average. It is the man above the average who takes 
advantage of every opportunity to increase his knowledge and, 
consequently, his earnings. However, we can not expect to 
have in the shops only the exceptional men, therefore it is nec- 
essary to read automobile business articles to the assembled 
men. To make sure that they “stay awake” during the meet- 
ing, it is well to have a short quiz at the end of the session. 

Specific service information can be found in the manu- 
facturers’ instruction books. For example, the timing proced- 
ure for a certain car, the lubrication of specific devices, or 
something of that nature can be gone into to advantage. How- 
ever, there are on the market excellent manuals which cover 
all of these operations for all cars—lubrication, timing, car- 
buretor adjusting, shock absorber service, etc. And such in- 
formation is generally more valuable when kept on hand for 
reference than when you try to cram it into the heads of the 
men. The exception is when there is a general broad change 
from one type of construction to another. For example, the 
spreading use of needle bearing universals is. eliminating the 
need for frequent lubricating of this part on many cars. 

- To give variety to the meetings, it is frequently desirable 
to bring in an outside speaker. Possibly he may be no better 
acquainted with the subject than you are but, being a stranger, 
the men will have a greater interest in what he has to say to 
them. It has been truly said that ‘The expert is the man from 
out of town.” If he is not, he at least gets credit for being one. 
And that is what puts any meeting across. 

Speakers who know their subjects well can invariably be 
obtained without cost. Sometimes a jobber or a jobber’s sales- 
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man is well qualified to speak on some subject that is vital to 
the automobile business. Oil companies, too, will provide 
speakers who will go into the handling of the lubrication busi- 
ness. So will the makers of lubrication equipment. Similarly, 
the makers of brake lining will supply speakers to cover their 
specialty, as will also the makers of various kinds of shop 
equipment. Many of these speakers have excellent moving- 
picture equipment which adds interest to the meeting. 

It is not necessary to have a large force in order to profit 
by regular meetings. Some of the very smallest shops have 
grown big partially on account of their regular meetings. It 
is always wise to talk things over and get the different view- 
points. Even with only two or more men in a shop, meetings 
may be held to advantage. 

In fact, there is a one-man shop where the proprietor 
“holds a meeting with himself,” as he puts it, every morning. 
He always carries around with him a pad of paper, on which 
he jots down the things that should be done or taken care of 
on the next day. At night he leaves the notes on his desk and 
goes home to “forget” his problems. Then, very early the next 
morning, he “holds a meeting with himself’’—that is, he reads 
over his notes and takes care of the things in the order of their 
importance. 

It is sometimes quite a problem to know whether a meet- 
ing should be held in working time or on the time of the em- 
ployes. Many shops favor a weekly meeting that lasts thirty 
minutes, of which fifteen minutes are taken out of shop time 
and the balance is “‘overtime”—without pay. Other employers 
favor a monthly meeting which is entirely on the men’s time, 
but provide eats or smokes, or both, to gain and hold the good- 
will of the employes. 

“Experience Meetings.’ In shops which offer a number 
_of specialized services and have four or more employes, it is a 
good plan to let first one man and then the other conduct the 
meeting. In this way all men learn first-hand the important 
_ points about the job of the other fellow. The proprietor should, 
of course, take charge of each meeting, but the discussion 
should be handled by one of the men. 

In these meetings, the most important point for each man 
to bring out is “how he sells his service.’”’ For example, the 
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gasoline attendant—or the one who does most of the work on 
the gas island—will tell how he greets the customer and asks 
if he may fill his tank. He explains how he handles the hood so 
as to test the oil without annoying the customer either by 
rough handling or by smearing, and then quickly looks to see 
if there is any other service needed. 

The man who does the lubricating will tell how he sells 
lubrication by watching for dry joints, squeaky springs, or 
other symptoms. He explains how he points out that it costs 
more not to lubricate than it does to lubricate, and that he al- 
ways inquires whether the motorist is sure his oil is safe. 

Similarly, the tire man will cover his sales points—the 
expense and hazard of trying to get the last thousand miles 
from old tires; the comfort, satisfaction, and economy of driv- 
ing on dependable tires. The brake man will talk in terms of 
motoring comfort and safety. The motor repair man will stress 
the wastefulness of an old worn-out “oil pumper” as compared 
to the pep and economy of a reconditioned motor. 

By letting the employes conduct their own meetings, much 
of an original nature will be brought out. While the listeners 
will benefit greatly, the speaker will benefit even more by this 
experience as it will set him to thinking about his job. And 
that is mighty important. 

One shop owner subscribes for several merece maga- 
zines, which the men can read at lunch time, or take home to 
read. To make sure that the men get the most good from these 
magazines, the shop owner holds a monthly meeting and gives 
each mechanic a chance to tell just what he found most inter- 
esting or valuable in each magazine. This does two things. 
First, it assures the proprietor that the men do read the maga- 
zines. Second, it brings out what each one considers the most 
important item in the magazine. And as no two will ever pick 
the same thing, this means that there will be as many subjects 
discussed as there are men in the meeting. Naturally this in- 
creases both the interest in the meeting and the benefit from it. 

Inviting Suggestions. Educating employes is primarily a 
matter of getting them to think. In many instances, this is 
done by inviting suggestions. Frequently, however, the sug- 
gestion box idea falls flat because either the suggestions are 
- not used or the men who submit them never hear from them. 
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Every suggestion should be acknowledged. If practicable, 
the idea should be put into practice and the man who made it 
should be given credit for it either by a small reward or by a 
public acknowledgment. This will spur. the others on to re- 
newed efforts. When a suggestion received is not feasible, it is 
a good thing to explain why it will not work. 
| Need for Leadership. Finally, training men requires lead- 
ership. If you attempt to train your men without being fully 
acquainted with their problems, your chances of success are — 
small. Or if yow instruct your men to be neat, clean, punctual, 
and industrious, and then you never shine your shoes, seldom 
change your collar, come in late in the morning and then sit 
down to read your. paper, you need not be surprised if your 
men copy your example instead of following your instructions. 

It is the everyday example that you set that determines 
what your men will be like. If you are cheerful and pleasant 
with your men, they will be pleasant and cheerful with cus- 
tomers. If you are punctual, you may be sure that this will do 
much to keep your men on time. If you pick up all possible 
information from salesmen, manufacturers’ literature, trade 
journals, and other sources and pass it on to your men, you may 
be sure that next year you will have a far better crew than you 
have today. And that is true, regardless of their present effi- 
ciency or knowledge. 


Carefulness and Cleanliness 


Successful motor vehicle maintenance is considered by 
many to be dependent upon the skill of the mechanics employed 
and the ability of the management to employ this skill profit- 
ably. This assumption is true but, in addition to mechanical 
skill and managing ability, the assets of the service station 
must also include carefulness and cleanliness. It is necessary 
_ to place considerable stress on both of these, as they are attri- 
butes which will aid in creating customer satisfaction and keep- 
ing annual repair bills within reasonable limits. 

_ Motor car ailments are similar to those of the human body, 
in so far as treatment is concerned. They require careful di- 
agnosis and the application of the prescribed remedy. Care- 
fulness is difficult to attain in either case unless it is coupled 
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with cleanliness. A mechanic cannot do careful work unless 
he is permitted to practice cleanliness, and the service station 
management should do all that is possible to encourage careful 
workmanship and cleanliness. 

When you O.K. a job, the customer is forced to accept 
your word and assume that the work has been correctly done. 
Failure at no distant date means that the customer loses con- 
fidence, so that eventually your O.K. means nothing. It is then 
no longer an asset to the business. 

Dust is Destructive. In placing your O.K. on maintenance 
work, you are, of course, dependent upon your mechanics; but 
you must also remember that satisfactory maintenance work 
cannot be done in a service station that is dark and dirty. Such 
conditions do not encourage mechanics to share your burden 
with you but, on the contrary, encourage slovenly workman- 
ship. 

The dirt on the floor or the dust on the ceiling and the 
walls will find its way into units which are being serviced. This | 
condition not only introduces an abrasive which promotes 
rapid wear, but also results in poor workmanship, because dirt 
and dust do not permit accurate fitting of parts. The dirt and 
dust which get into units in this manner finally get into the 
lubricant and become responsible for premature wear. 

Many service stations have concrete floors. When new, 
these look good and clean to the eye. However, do not lose 
sight of the fact that many concrete floors give off a dust. 
Drafts through the shop and dry sweeping will cause this dust 
to leave the floor. Floating in the air, some of it is soon carried 
into and on parts where it should not go. Oil- and grease- 
covered parts have an affinity for dust. Even when parts have 
been washed in kerosene, dust will cling to them. 

Dusty concrete floors can be avoided by the use of a con- 
crete hardener. This is applied over a clean concrete surface 
just like paint. It not only prevents dusting but also provides 
a smooth surface for painting. The application of either hard- 
ener or paint demands a clean surface, free from oil and grease 
and thoroughly set. Concrete can be cleaned with a cleaning 
solution, after which it should be scrubbed with such materials 
regularly to keep it free of oil and grease. The walls are sub- 
ject to the same conditions. 


~ ns 


MANAGEMENT 25 


Often no consideration whatever is given to the windows. 
Mechanics can work more efficiently by daylight than by arti- 
ficial light, and clean windows allow natural light to enter the 
shop. The time consumed in washing windows will pay for the 
current consumed in illumination. Mechanical efficiency cannot 
be obtained in a shop that is not well lighted. The time con- . 
sumed in locating an extension or a drop plug and applying the 
light to the work is non-productive time and reduces the actual . 
working time of the mechanic. _ 

Clean Shop Impresses Mechanics. A clean shop leaves a 
lasting impression on the mechanic. It impresses him with 
the idea that he must practice cleanliness if he is to hold his 
job. It gives him the inspiration to add the little finishing 
touches which the customer notices and appreciates. 

A mechanic who has been trained to be careful and clean 
with his work will always keep fenders covered so that they 
will not be scratched or finger marked with grit. He will always 
cover cushions and upholstery that are likely to become soiled 
while he is working in the car. Before he releases the car, he 
will dust off the windshield and other glass, as well as wipe the 
door handles and remove all other evidence that might cause 
unfavorable comment. His pride causes him to leave the car 
in such shape that it may be critically examined with a magni- 
fying glass. 

A clean car, set off by the background of a clean shop, also 
reacts on the customer, for he appreciates immediately that 
he has got a real job—what he is paying for—and so has no 
reason to go into a rage over the bill. 

While cleanliness promotes carefulness, carefulness should 
be the watchword of the shop, because there are many losses 
which may be directly traced to carelessness. Before dismant- 


ling a part, the mechanic should study its construction and 


mounting in order to avoid any chance of breakage or any 
waste of time. 

New parts should always be compared with the old ones 
to make sure they are correct, so far as can be determined. 
Slight imperfections in manufacture, or design changes, often 
cause trouble, making a second removal necessary. This rep- 
resents time that cannot be charged to the customer, especially 
when operating on the flat rate. 
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Stop Those Losses 


You may own what most people would call a successful 
shop. It is well-equipped. The mechanics are above the aver- 
age. And because you are generally quite busy, you give but 
little thought to the various little losses which are occurring 
almost daily. Taken together, these little losses have amounted 
to so much that at the end of the year you have made but little 
money although you have handled a good volume of business. 

If you are trying to make a net profit of 10 per cent on 
your investment, that means that every dollar wasted means 
another 10 dollars in volume needed. So 10 dollars wasted 
means you have to do an extra 100 dollars worth of work to 
cover that loss. Therefore, it is a good plan to list all sources of 
loss or waste and try each day to cut loss to the minimum. 
Time, materials, tools, and money gre perhaps the four impor- 
tant sources of loss. 

Reducing Lost Time. One of the most expensive things in 
a service station is labor. This is true whether the men are 
paid salaries or by the hour or for piece work. It is obvious 
that, if they are paid salaries or an hourly rate, the employer 
pays for lost time. The loss when piece work men lose time is 
not quite so evident for when they lose time their earnings are 
reduced, and consequently the best men will sooner or later 
leave and go to the shop where they can make the most money. 
So lost time is expensive. 

But what can be done to reduce lost time to the minimum? 
Intelligent planning of the shop work will do much to improve 
service and save time. For example, every shop has its busy 
days and slack days. And in each day there are hours that are 
busier than others. Such days and hours must be determined 
on by each shop owner or service manager. It is generally suf- 
ficient to count out the job tickets by days for one month to 
find where the busy spots are. 

In most shops the busiest days are Saturdays and Mon- 
days. The busiest hours of each day, as a rule, are early in the 
morning and late in the afternoon. This is due to the fact that 
many people will plan to leave their cars at your shop on their 
way to work and get them on the way home. But this will vary 
with the type of work you do and with your location. 
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No two shops are alike. For that reason, only the man in 
charge of the shop can plan the work for greatest efficiency. 
Having found the periods when your shop is generally the bus- 
iest, you can plan your work intelligently. 


A trussed roof makes all floor space available by 
eliminating posts; inexpensive conveniences like the 
one-man hood hoist speed-up repair jobs. 


Slack periods should be used for cleaning, oiling, and ad- 
justing equipment, and—most important—for phoning or call- 
ing on customers. These sales calls can be made most effective 
by offering a slight price advantage for work brought in during 
your slack periods. A slack period in a shop is a real test of all 
concerned, for it tempts the men to loaf and it tempts the em- 
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ployer to lay off a man or two. For these reasons it is to the 
advantage of everyone to keep busy. Gossip, loafing, and kill- 
ing time never mix with making money. 

Planning for Greater Efficiency. In any shop that is not 
well planned it takes too many men to turn out the work during 
the rush periods. This is costly. And during slack periods 
these extra men become a financial burden. So it is time well 


Working with inadequate tools brings neither business 
nor profit. 


spent to check your shop to see if it is laid out and equipped so 
that it can be operated with the minimum number of men. | 

Few customers are willing to enter any shop where it is 
difficult to drive in or out. Are your entrances chasing busi- 
ness away? If so, new doors might be a good investment. Or 
are old pillars or posts on the service floor cheating you out of 
half of the space for which you are paying? If that is the 
case, some new roof beams that would make possible the elim- 
ination of the posts would surely be worth installing. 
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Do your tools and equipment date back to the “Model T 
days?” With business as it is, profits are possible only with the 
right tools and equipment. In the years gone by, it has been 
repeatedly proved that money invested in shop equipment has 
been far safer and much more profitable than money put into 
stocks, bonds, or banks. When you buy equipment, you invest. 
When you place money in stocks, bonds, or banks, the other 
fellow is making money with your capital. 

Protect Your Investment. Having invested money in 
equipment or materials, you are faced with the very important 
job of protecting your investment. And there is no greater 
protection for most shop equipment than a little oiling at regu- 
lar intervals and keeping it clean so that abrasive matter does 
not work into bearing or wearing surfaces. Jacks, vises, tire 
spreaders, air compressors, etc., should be oiled at least once a 
week and kept constantly clean. | 
3 Stocks of bulbs, fan belts, gaskets, and the many other 
items you need to do business with should be given the same 
protection that you give to your cash. In the absence of a regu- 
lar stockroom, a space screened off with “chicken wire” is a 
fair substitute. And nothing should be taken from this room 
without being charged to some person or to the shop. And 
speaking of charging things to the shop—keep constantly in 
mind that all such charges eat into the net profits. 

Some shop owners seem to think that a tool room or stock- | 
room is a place in which to “hide”’ tools and equipment, and so 
choose for it some dark corner in a loft. But the better shops 
generally have tools and supplies kept as near the center of the 
shop-as possible so that lost time will be kept to a minimum. 

In the smaller shops, tools are frequently kept on a tool 
board on the “honor system.” Each man has a half dozen brass 
tool checks, and when he takes a tool from the board, he leaves 
his check in its place. Then if another man needs that tool, he 
knows who has it. Some of the larger shops employ a tool-room 
man who checks tools in and out, but in most shops the cost 
of such a person would prove excessive. However, all of the 
advantages of a tool-room man may be had when the mechanics 
are “sold” on the desirability of keeping track of tools. 

Watch the Job Tickets. Even in the smallest shop, no work 
should even be started until a regular job ticket is written. 


30 SERVICE SHOP MANAGEMENT 


Standard job tickets, which can be purchased from printing 
houses, provide spaces for all desired information. By using a 
ticket on every job, the following things are accomplished: 
1. You collect for all work done. 
2. You have a permanent record of the work. 
3. There is no chance for a misunderstand- 
ing with your customer. 


The cash machine makes a detailed record of each sale, showing kind 
and quantity of item, amount received, and salesman. 


Courtesy of Burroughs Adding Machine Company 


Naturally, you expect to collect for all work done, but it 
has been repeatedly found that customers often “slip” a me- 
chanic a good tip and then suggest that he do some work in 
addition to what has been ordered. The job ticket does much 
to eliminate this source of loss. 

Having a permanent record of the work done, you are pro- 
tected against unjust comebacks. Many customers know little 
about automobiles and others pretend to be ignorant; in either 
case, the result frequently is that unjust claims are made 
against the shop. But if there is a written record of what was 
wanted and what was done, there can be little chance of loss 
resulting from unjust claims. 
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Misunderstandings frequently result in the shop doing 
unordered work for which it cannot collect or failing to do 
certain work and so losing money. But when orders are 
written out in full in the presence of the customer, such losses 
are avoided. 


There go the profiis! 


Upper left—Sam tried to put 11 gallons of 
gas into a 10-gallon tank. 


Upper Right—wWritten repair orders prevent 
misunderstandings and save money. 


Lower left—-The customer pays $4 for service 
and drives off with $10 worth of wrenches. 


Lower right—Wrong wrench! So valuable 
.time is lost. 


Closely connected with the writing of job tickets is the 
equally important matter of requisitions for material, or of 
writing on the job ticket a record of all material used on the 
job. The mechanic’s failure to do this on one job will take the 
profit out of many jobs. 
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Carelessness Costs Money. Far more money is lost through 
carelessness than through inability. In a desire to get a gaso- 
line tank really full, the attendant lets some of the fuel run on 
the ground. The customer does not pay for it, but the shop 
must. And that profit is lost. Furthermore, such spilling of 
fuel or oil makes customers doubt the thoroughness and ability 
of the workers. They reason that if a man is careless about 
what can be readily seen, he must be even more careless about 
those things that are out of sight under the car or in the 
engine. 

A form of carelessness that is even more costly than 
spilling gas or oil is that of leaving tools or seat covers on a 
car when a job is finished. Some mechanics use a portable com- 
bination service table and tool box, which not only prevents 
such loss but also saves time, because all tools are brought to 
the job the first time. Having this convenient piece of equip- 
ment at hand, they make it a rule to lay no tools on the car. 
Then it is impossible for a car owner to drive out with their 
tools on the running board or in the car. 

Buying Supplies. In every service shop or garage, certain 
supplies must be bought, and they cost real money. One out- 
standingly successful service station operator never buys any 
material without getting quotations from three possible 
sources. In this way he is sure of getting a price that is right. 
And frequently one of the suppliers will make a suggestion as 
to size, quantity, or some other point that proves valuable. 

Having bought your supplies to advantage, the next step 
is to safeguard them. Some shops require a man to turn in a 
dirty wiping rag before taking out another. Others keep per- 
manent records of all oil, grease, paint, etc., used in shop main- 
tenance. It seems human nature to be a little more economical 
_ in the use of supplies when a written record of them is kept. 

Watch Your Collections. Having considered ways of stop- 
ping losses of time, material, tools, and similar things, the 
one big thing remaining to watch is the granting of credit. 
Credit is necessary in many communities, but credit should 
_ be granted to a customer only after a thorough investigation of 
his paying habits. An authority on credit once said that credit 
should never be extended until it had been proved that the ap- 
plicant had both the ability and the willingness to pay. 
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Do not be timid about asking a man for credit references. 
Unless at least three other local merchants are granting him 
credit, you should not take a chance. When a man wants 
credit, there is a reason, and that reason generally is that he 
does not have the money at the time. Then it is vitally im- 
portant to you that you know how he expects to get the money 
to pay later. 

It is good business to keep on friendly terms with all 
other business men in your community. In fact, many small 
towns have chambers of commerce, trade associations, or 
similar organizations that are a valuable source of credit in- 
formation. In addition, there are, of course, the commercial 
credit agencies which, for a fee, will give a credit report on 
anyone. But in most cases the experience of local merchants 
will prove sufficient. 

When a line of credit has been granted to a man, see that 
he lives up to the agreement. If payment is due in thirty 
days, do not let the account run to sixty days, unless a mighty 
good explanation is made. One of the injustices of business is 
that a man will run up a bill, and then, because he is ashamed 
to face his creditor, will go elsewhere and pay cash. 

So watch your credits, or stopping all of the other losses in 
your shop will mean but little. 


Expanding Your Service Business 


Expansion is the only sure route to increased income. 
That is true of every business in this country. And the desire 
of motorists to get most of their servicing done at one place 
makes the need of expansion greater in the automobile service 
business than in practically any other line. 

Years ago it was a common thing to see a successful ee 
shop, battery station, radiator repair shop, or other specialized 
organization. Today, relatively few of these specialized or- 
ganizations exist. The trend is toward complete service. Be- 
cause motorists want this kind of service, competition makes 
it almost necessary to render complete service. And profit in 
many lines, due to lower prices, is so small that it takes com- 
plete service to keep a shop on a profitable basis. 
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This does not mean that every shop should instantly 
branch out with equipment and men to handle every kind of 
service needed on a car. To do so would run most of the shops 
into receivership. What is required is growth—growth that 
is gradual and constructive and that is based on a thorough 
study of conditions in your territory. 

Study Conditions and Customers. No outsider can tell you 
what services you should add to the ones you now offer. You 
must study your own business so that you will know what 
services you could add to advantage. One way of doing this is 
to talk with the car owners who come into your place. For 
example, while a man is having his car lubricated, you might 
ask him how his car is running. By a little skillful questioning, 
he will “‘come across” with admissions that he has just bought 
a new battery, has just had his generator overhauled, has just 
had the valves ground, or has just had a leak fixed in the 
radiator, or whatever work he has had done. 

Motorists are funny in some ways; while some will brag 
of what they have bought, others will act ashamed of having 
had to spend any money on their cars. But in one way or 
another you can get from them some idea of the work that 
they have had to buy. 

You have two markets into which you can expand. One is 
the market indicated by what motorists in your own neigh- 
borhood are buying right now. The other is the market for 
services that could be sold to advantage if you were prepared 
to perform these services. 

From your study of your own local service conditions, you 
will probably discover two things. First, that there are many 
new services that you could sell to advantage; and second, that 
you are prepared right now to sell a number of services which 
are never called for and which you are making no special effort 
to sell. 

Your very first step, then, should be to sell all of the serv- 
ices that you now have the equipment and man-power to render. 
Then if you find that you are equipped to do some work that 
is no longer needed—for example, clean boilers on Stanley 
Steamers—it is better to sell or throw away the equipment for 
that obsolete service and at least have your shop clear of un- 

necessary junk. 
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Probably the very best way of selling some special service 
is to paint up the equipment required for performing that 
service, mount it on a display board, if of small size, and place 
the whole thing up near the entrance, where all motorists may 


A portable service table and tool carrier saves tools and time 
—and is easily made. 


see it. Then, with advertising or sales suggestions, call atten- 
tion to this service. In many cases, a shop owner enthusiastic- 
ally equips his shop to perform some service, then forgets all 
about selling that service. So, first of all, knock down the 
spider webs, dust off the tools, and get going. Then there will 
be time enough to add new services. 
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Offering Complete Service. In adding new services, it is 
well to keep in mind the manner in which certain services are 
related or go together. For example, battery and electrical 
work are a team; tires and wheel alignment go together; so do 
washing and lubrication. And so on with many others. In fact, 
there is such a strong interconnection between all services that 
any shop that offers only a few services is at a serious disad- 
vantage. Motorists like to be able to hold one reliable shop re- — 
sponsible for the operation of their cars. And this cannot be 
done if it is necessary to shop all over town in order to get 
complete service. 

To illustrate, one motorist had his brakes relined, with the 
result that his generator burned out. This is how it happened. 
When relining the brakes, the mechanic noticed that the lubri- 
cant in the rear axle was very thin. Fearing that this might 
work out and spoil the brake job, he installed new grease 
washers; at the same time he advised the car owner to go to a 
lubrication station and have the rear axle lubricant changed to 
a heavier grade. 

The car owner did. The station attendants also. sold him a 
complete lubrication job, including a change of motor oil. But 
the oil they put in was too heavy and, almost a month later, an 
early cold spell made starting difficult. Consequently, the 
battery ran down. 

_ As this owner drove but little, he had a rental battery put 
in; but, unfortunately, the battery man failed to clean and 
tighten the ground connection properly. A high resistance 
contact resulted and, while on a Sunday afternoon trip of only 
about twenty miles, the generator.burned out. All because, 
the motorist says, the brake man was not equipped to do a 
complete job. 

And the serious thing is that the motorist is right. Naver 
again will he patronize a shop which has any possible chance 
of playing the old army game of “passing the buck.” So com- 
plete service is a strong drawing card. It builds confidence; and 
motorists are willing to spend their money only where they 
have confidence. 

Watch for Opportunities. Every service station worthy of 
the name sells spark plugs. But there are comparatively few _ 
that are prepared to render the complete service that should go 
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with the call for a new spark plug, or to sell the plus services 
so frequently needed when plugs go bad. Yet this offers a 
wonderful profit opportunity. 

High compression “eats up”’ plugs in a hurry. To be effi- 
cient, a high compression engine needs good plugs. It also 
needs uniform compression. And when the plugs are out, it 
is a simple matter to check the compression with a gauge. If 
it is uneven, it enables you to sell a valve, piston, or ring job, 
as may be needed. 

If a plug has fouled, this may be due to a bad mechanical 
condition, to an electrical condition that is not quite right, to 
the use of the wrong oil, or to a carburetor setting that is too 
rich to let the mixture burn clean. 


With the battery tester, you can easily show the cus- 
tomer why his battery needs servicing. - 


So take the simplest of. all service operations—the re- 
placing of a spark plug—and it will be seen that no end of 
service opportunities are open for the man who is equipped to 
render complete service. 

Tire business goes most naturally to the man whose tires 
give the most service per dollar. And assuming the tires are 
kept properly inflated, brakes and wheel alignment have as 
much to do with tire mileage as the original quality of the 
tire. So the man who would sell tires will do well to consider 
the direct and indirect advantages of wheel aligning and brake 
service. 
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In the battery end of the business, the sale of a battery 
should be only the beginning of electrical service. It is reason- 
able to suppose that, by the time a battery has worn out, the 
rest of the electrical system is in none too good order. As a 
consequence, a voltmeter to check connections, a small lathe 
and undercutter, and a test bench with its accessories will all 
work in profitably with the shop that would service the elec- 
trical system in the right way. 

Even the request for a headlight bulb opens the door for 
complete electrical service. For example, bulbs seldom burn 
out if everything in the electrical system is as it should be. But 
it seldom is. And the man who can find and correct the trouble 
has not only earned the gratitude of the motorist but also some 
extra profit. 

Thus one service suggests another. Before long, if you 
render complete service, your reputation will have spread so 
that, no matter what is needed in the automobile line, motorists 
will think of you. Then you will not be running a shop—you 
will have a business. | 

Investing in Equipment. While all service men may see 
the advantage of complete service, many, for one reason or 
another, put off the buying of equipment which they know will 
make money for them in the long run. It has been proved time 
and again that money invested in equipment is invested far 
better than similar amounts put into stocks, bonds, or banks. 
When you buy equipment, your money works for you. Equip- 
ment does not fail but keeps right on paying increasing divi- 
dends. 

For example, suppose a large piece of shop equipment 
costs one thousand dollars. That amount should not be thought 
of as being taken out of the earnings of this month or even 
this year; rather, this investment should be charged off over 
a period of years—five is about the right number in most cases. 
So at 6 per cent this piece of equipment would actually cost 
only 260 dollars the first year. This amounts to only 87 cents 
a day for a piece of major equipment which should be able to 
earn many times this amount. And as the years go by and the 
equipment is paid for, the cost per day drops steadily; until 
after the fifth year the depreciation is written off and earnings 
from the machine are all clear. 
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Fortunate, indeed, is the man who sees the absolute need 
of equipping for complete service. By so doing he lends a 
prestige to his business that can never be obtained by the 
service men who still cling to the idea that modern machinery 
is not necessary. Little by little these men are dropping out. 
For a while they got by. But as cars have become increasingly 
simple for the motorist to operate, they have at the same time 
become more and more difficult to service, unless the right 
equipment is at hand. 

Gradual Expansion Is Safest. No service business can 
stand still. Unless it goes forward, it slips back until it is lost 
from sight. Here is how one service shop pushed ahead. 

Realizing that complete service was the only way to ex- 
pand volume and profits, the management added new depart- 
ments and services just as fast as the first department was 
making money. In other words, they did not add several de- 
partments at once, but gave full attention to one activity at 
a time. Then after it was going right, it was of course kept 
going. 

The management followed this plan. When a department 
was added, all attention was focused on it. Special signs an- 
nounced the addition of the new service. The equipment was 
so located that anyone stopping at the gasoline pumps or enter- 
ing the service station could not help seeing it. The equipment 
was kept busy every day, even if it was necessary to work on 
“house” cars. At night, a colored flood light played on it. Be- 
fore long, everyone thought of this service station as head- 
quarters for that particular service. In this manner lubrica- 
tion, welding, electrical service, and refinishing were added. 
And each, today, is paying well. 

This expansion of the business did not come about over 
night. It took several years, in fact, to develop from an ordin- 
ary repair garage into a shop that offers practically every 
automobile service. But by going slowly, one piece of equip- 
ment practically financed the next piece of equipment. And 
this method of expansion, which is made possible by reinvest- 
ing the profits, is the sure way of meeting and beating the 
competition of tomorrow. 


ACCOUNTING 
Small Shop Accounting _ 


Putting more money into your pocket by keeping your 
business on a profitable basis is the only reason for keeping 
books. But a wide acquaintance with service men all over the 
country has failed to discover a single one who likes to keep 
books. 

It is true that your time as a service man is more valuable 
than your time as a bookkeeper, for you can hire a bookkeeper, 
possibly on part time, no matter how small your shop may be. 

But every shop must have some form of accounting; and, 
fortunately, there are several simplified accounting systems 
on the market. The manufacturers of accounting and cash 
machines offer a wide variety of systems, covering any account- 
ing requirement, from the one-man shop to the super-service 
corporation. 

One of these cash ienahibie describes each cash transac- 
tion rung up. For example, if the customer purchases 10 gal- 
lons of gas for $1.48, the machine describes the commodity 
sold, indicates that Attendant No. 1 made the sale, and prizts 
the quantity of gas purchased and the amount of money col- 
lected. A symbol indicates that it is a cash sale. Every cash 
sale rung up is automatically accumulated with other cash 
sales for the day. 

Entering this transaction on the keyboard is only a matter 
of seconds. Furthermore, you are assured that the commodity 
sold is properly identified because the machine will not operate 
unless the commodity key is depressed. This protection assures 
the identification of all sales shown on the detail tape and 
simplifies the balancing of stock. If desired, the machine can 
be equipped to enforce the identification of attendants as well. 

Without disturbing accumulated totals or interfering with 
its operation as a cash register, this machine can be converted 
instantly into a fast, practical adding machine for handling 
all kinds of figure work. It will help you balance cash, check | 
invoices, prepare bank deposit tickets; it will furnish you 
with detailed information about sales by commodities or at- 
tendants, and perform all other miscellaneous adding work. 


ACCOUNTING Al 


No matter what system is used, some one must run it. In 
many shops, the time required to keep the books in order does 
not exceed a few hours a week except at the end of the month, 
when it is necessary to balance up the books and prepare the 
statements. For that reason, many garage men find it advan- 
tageous to hire a bookkeeper on a part-time basis. 

While dealing with receipts and disbursements is in itself 
a simple matter, complications enter in when no intelligent 
record is made at the time of completing some transaction. 
But service stations are fortunate in having available forms 
that make the recording of sales, etc., quick, accurate, and easy. 

As a first step in keeping a set of books, it is advisable to 
call in an accountant. He is more than a bookkeeper. He will 
determine a fair value for the business, establish the net worth 
of the proprietor, and see that all accounts are properly set up. 
Once that is done, the bookkeeping is relatively easy. 

Records and Forms. All service work sold will be originally 
recorded on regular shop repair orders. No work should ever 
be done without being so written up. On each order should 
appear a record of the value of both the labor required and the 
- material used. Then, when the job tickets are being entered, 
the Labor Account will get proper credit for work done and the 
Parts or Accessory Department will get credit for parts or 
accessories that go out on various jobs. Any other method of 
recording shop work is unfair and gives an inaccurate picture 
of performance. 

For example, suppose that two men are working side by 
side, but one gets a job of installing a new tire while the other 
gets a job of fixing a puncture. The ticket for one will be 
- about 10 dollars, while the other’s ticket will be probably 50 
cents. In this case, the first ticket would be chiefly for mate- 
rial and the latter for labor. It is highly important, therefore, 
that each account be given due credit for labor furnished or 
materials supplied. 

So the shop repair order becomes the very foundation of 
the bookkeeping system, and every effort should be made to 
see that each repair order is clearly and completely written up 
and that all labor expended and materials used are duly re- 
corded. Especially in the case of charge accounts, great cau- 
tion in writing repair orders is necessary. Carelessness there 
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frequently results in inability to collect—the most serious 
thing that can happen in a service station. 

Other office and shop forms by means of which the book- 
keeping system of any service station is operated include sales 
slips, purchase orders, petty cash slips, and invoices from sup- 
pliers. In addition, there is the payroll record. 

There is great similarity between sales slips and shop 
orders. The basic difference is that sales tickets cover mate- 
rials only while shop orders generally cover both labor and 
materials. The handling of both forms is similar, and one.is as 
important as the other. 


Many little leaks are stopped by 
making out a written slip for each 
cash purchase. 
Courtesy of Burroughs Adding 
Machine Company 


Purchases and Payroll. A‘ purchase order should be 
written for everything that is bought, whether for shop use.or 
for resale. Failure to-use a written order invariably costs 
money, for it is frequently found that an enthusiastic salesman 
will quote lower than his house will deliver. And then if no 
written order is on file, it is impossible to check to see who is 
right. As a result, the purchase is generally accepted at a 
higher price than as originally agreed upon. Furthermore, 
purchase orders are an aid in checking the invoices of sup- 
pliers. All material received and all invoices should be checked 
against the purchase order. 
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Small purchases, such as daily needs for office and shop, 
are frequently bought locally for cash. To handle a quantity 
of small purchases with a minimum of record keeping, a petty 
cash fund is established. For example, 10 dollars may be set 
aside for minor purchases. As this is expended, receipts should. 
be obtained and petty cash slips made out to cover each receipt. 
After a given time, the petty cash slips are totaled and a check 
for the petty cash fund is drawn for this amount, which will 
again bring it up to the original 10 dollars. 

The payroll record is a vital part of the bookkeeping. The 
manner in which it is handled will vary according to the 
manner in which the workers are paid and the system that is 
used for paying them. For instance, mechanics may be paid 
by the month, week, day, or hour; or they may be on some 
combination of salary and commission, or salary and bonus. 
And as labor is one of the greatest expenses in the shop, the 
money spent for services should be most carefully checked. 


Cash Value of Bookkeeping 


A well-kept set of books is the only safeguard you have 
against financial loss. For example, by giving proper credit to 
each department of your business and charging each depart- 
ment with its share of the expense, you will know which serv- 
ices or products are money makers and which are not; and so 
you will be in a position to determine whether unprofitable 
departments or products can be made to make money, or 
whether you should close them out. 

Always bear in mind this fact: There is only one reason 
why you are in business, and that is to make money. True, 
there may be other and finer motives; but the hard-boiled law 
of economics works twenty-four hours a day, and you must 
either make money or quit. So watch your income and expense, 
and never forget that there is no business that can long con- 
tinue unless it takes in more than it pays out. 

By watching your accounts receivable, you will be able to 
follow up collections intelligently. Eliminating dead accounts, 
cutting off slow-pay customers, and collecting from all ac- 
counts that are collectible will give you the funds so necessary 
to operate a profitable business. 
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By having ample funds on which to operate, you will be 
able to discount all bills. For example, a bill that reads “2% 
if paid in 10 days — 30 days net” means that, if you pay it 
on or before the tenth, you may deduct 2 per cent from the 
amount of the bill. This is equivalent to saving 36 per cent a 
year on the amount involved, because keeping your money the 
extra 20 days (one-eighteenth of a year) causes the loss of 
2 per cent of the amount; and 18 times 2 per cent is 36 per cent 
per annum, which is the rate you would pay for keeping the 
money 20 days longer. So with money available on good security 
at 6 per cent, the wise move would be to borrow money, if 
necessary, in order to discount your bills. 

It must be kept in mind, however, that borrowing involves 
repaying, and that no one wants to lend money unless he is 
pretty sure of getting his money back with interest. Your 
_ books will show just how your business stands—your present 
cost of doing business, your accounts payable, and your ac- 
counts receivable. From these any business man will know at 
a glance whether you are worthy of a loan or not. 

Accurate Records Important. Quite aside from the 
matter of borrowing money, bookkeeping has many other ad- 
vantages. Suppose you wanted to sell your place today. From 
your books, you would be able to determine upon a fair price. 
You can see at a glance what your merchandise is worth; what 
your equipment is worth; and how valuable is your goodwill, 
as indicated by your profits for the last year. You might guess. 
But there is no room for guesswork in modern business. 

Accurate records are required by the government for tax 
purposes and with accurate records, the tax you pay will be 
neither too high nor too low. Accurate records are also of 
utmost importance in case of loss from fire or other hazard. 
If you sustain a fire loss, and have the records to prove your 
loss, the adjustment will be made on a just and fair basis. 

To stay in business and make money requires records. The 
difference between the best and the cheapest account books, 
pens, and inks is trifling, so by all means get the best. Your 
records may some day be a matter of vital importance to you. 
In the competitive market of today, only those business men 
who know where they are headed have .any chance of reach- 
ing their goal. , 


MERCHANDISING AND ADVERTISING 
| Selling Merchandise 


More real money is made selling merchandise than selling 
service. This does not mean that services should not be sold. It 
means that those shops that make the best profits are the ones 
that are alert to the profit possibilities of selling merchandise 
along with their services. 

It is trite but true that it takes money to make money. 
And it is equally true that it takes merchandise to sell mer- — 
chandise. Bare shelves make no profit. So the very first step 
in making profit is buying right. This covers a lot of territory. 
By “buying right,” we mean buying salable goods, in suitable 
quantities, and at the best possible price. 

Hints on Buying Right. No one can tell you what is 
salable. You, as the manager of your service store, must de- 
termine that. Observing carefully what motorists buy and 
watching closely what competitors sell, plus the suggestions of 
jobbers and salesmen, will give you a good line on what is sal- 
able in your territory. 

Having decided what to buy, do not order too heavily. 
- Feel your way in the market. It is very easy to get loaded up 
with “shelf warmers.”’ Then deterioration, obsolescence, over- 
head, and interest on the investment will eat up all possible 
profit. But there is no reason why you should run into, any such 
losses if you will order only what you feel is right. Do not let 
a persuasive salesman prevail upon you to order several times 
what you can reasonably hope to sell. 

New stock sells. Shop-worn merchandise does not. And 
for this reason alone you will do well to order only enough of 
any one item to last you about thirty days. This means that 
you take a chance of running out of some things; but if you 
watch how things move, this will not happen very often. 

To get the best possible price today rarely requires stock- 
ing heavily. Competition between sellers has resulted in the 
development of buying agreements which will bring you added 
discounts after your sales have reached a certain amount. So 
whatever you are buying for resale, ask the salesman whether 
his house sells on this basis. For example, purchases in mini- 
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mum quantities may give you a discount of only 3314 per cent, 
but you may be entitled to a discount of 40 per cent on all you 
have bought after your purchases reach a certain amount. 

Another way of lowering the cost of merchandise you buy 
is by taking advantage of all discounts to which you are en- 
titled. And finally, when buying merchandise, remember that 
you expect to sell it at a profit. So stear clear of unknown and 
unadvertised ‘gill hickeys and gadgets.” Such things may 
look good to you when convincingly presented by specialty 
salesmen. But in your work you handle many items and so 
cannot take the time to become a specialist on each one. For 
that reason each must almost sell itself; and only well-adver- 
tised merchandise with a wide and favorable reputation can 
do that. 

Frequently there are attractive opportunities for service 
shop merchandisers in exclusive distributorships for certain 
products in certain exclusive territories. In other words, if 
you can secure a distributorship contract for a certain line 
of parts or accessories in your county or territory, you can 
make the wholesale profit on such items which are sold in your 
territory. However, the manufacturer or representative of 
these products will expect you to promote their sale and put 
forth some effort in merchandising them. | 

As to your merchandising organization, you must make 
salesmen of all of your employes. You must teach them the 
proper customer approach and make them understand the en- 
tire subject of merchandising. If you have a distributorship 
in an exclusive territory on a certain line of parts or acces- 
sories, you may require a salesman to cover this territory. 
While this man can be paid on a commission basis, you must 
arrange to give him sufficient territory or enough products to 
sell to make it possible for him to make a decent salary. 

Display Your Wares. The service man who keeps his 
merchandise hidden away in a stockroom may well think there 
is no profit in selling automobile items. But those who have 
their merchandise out where motorists can see it and even 
handle it, are making money on it. What motorists see, they 
buy. At least they do not buy unless they see. A good display 
is more valuable than a good salesman, because it serves all 
customers at once and is always on the job. 
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Displays should be of two typical kinds—general and 
seasonal. General displays will include items that are used by 
motorists at all seasons of the year, such as tires, tire repair 
material, spark plugs, batteries, cables, tools, etc. Shops that 
feature engine reconditioning have also found it profitable to 
display new pistons, wrist pins, rods, bearings, etc., contrast- 
ing them with ruined parts that have been removed from 
overhauled motors. 

A spring display might feature polish, polishing cloths, 
top dressing, touch-up enamel, and possibly some special tour- 
ing items. In the fall, the display might include anti-freeze 
fluids, chains, windshield defrosters, and heaters. 


Merchandise and service well displayed are half sold. 
Courtesy of Dennison Manufacturing Company 


The location of displays will be determined by the shop 
arrangement. If most business is transacted on the driveways, 
then it is best to have portable displays that can be wheeled 
into place in the morning and brought in at night. There are 
on the market attractive enameled cabinets with glass sides 
that serve well for this purpose. If the office is so arranged 
that customers come into it for change, or to wait for their 
ears, then open tables are advisable. Some tables are made 
with tops of coarse screen which keep the parts on display in 
place but allow dust and dirt to fall through. Partitions keep 
the various items separate. 

Prices are an unfailing source of interest and should be 
plainly displayed on all items. A curious trait of human nature 
makes an odd price more appealing than an even one. Ap- 
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parently the human mind thinks that the prices are figured 
down to the lowest possible penny—therefore the items must 
be bargains. And all the world loves a bargain. But by all 
means avoid tricky prices or misleading ads. They merely 
brand the place displaying them as one that must be watched 
carefully. i 
| Merchandise displays should be neatly arranged, and both 
merchandise and price tags should be kept clean. A display 
window full of circus posters and dead flies drives customers 
away. So does a show case that is used as a catchall for storing 
used parts. The most valuable space in your building is the 
place in which you display what you have for sale. But when 
you come right down to it, your whole shop is a show case—or 
at least it should be. You have service to sell along with your 
merchandise. And good equipment, well maintained and well 
displayed, is the best way of impressing your customers with 
the fact that you really are prepared to serve their needs. 

Practice Intelligent Selling. While merchandise well dis- 
played will create many a sale and while signs well arranged 
will produce other sales, still there is no substitute for human, 
man-to-man salesmanship. Intelligent selling of services or 
merchandise to motorists is based on observing what the car 
owner really needs or should have in order to make motoring 
safer, less expensive, or more enjoyable. 

When suggesting to a customer the purchase of some other — 
article, do it indirectly. If you want to sell tire chains, for ex- 
ample, do not say, “You do not need any chains, do you?” This 
is direct and entirely negative. It does not suggest any need 
of the customer. Instead, it paves the way for the prospect to 
say “No.” Service men who sell the greatest amount of auto- 
mobile equipment approach a prospect with a suggestion such 
as: “Mr. Smith, in order to protect yourself and family against 
the hazards of slippery roads, and to be sure of having the 
convenience of your car every day this winter, I’d suggest that 
you take a set of these chains today.” 

Of course, even the best sales talk will not always produce 
sales. Some motorists are bargain hunters and so, no matter 
what you offer them, they will not buy until they have shopped. 
Others do not have the money and so, no matter how much 
they may need what you offer them, they simply cannot buy. 
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But sales are made by always suggesting a needed service or 
product to every motorist who enters your place, and many of 
them will buy when properly approached. So keep your goods 
well displayed, well tagged, and suggest only seasonable and 
needed products or services. 

When you have made a sale, do everything in your power 
to keep the customer pleased with his purchase. A piece of 
cheap wiring in a heater, a bulb with a lopsided filament, spark 
plugs that leak, and similar unsatisfactory items will ruin. 
more goodwill in a day than you can build up in a year. So if 
you have the misfortune to hand out an article that is not as it 
should be or that in any way disappoints the customer, be sure 
to replace it cheerfully. When things go wrong, act quickly 
and pleasantly to satisfy the customer. If you do that, you 
may be sure that, while you have lost a little extra time and 
possibly some money on that sale, the customer will sing your 
praises far and wide. 

Robbing a complete set to get a service part is not aa: 
sirable, but it is better to do this than to make a customer wait 
for the arrival of a replacement part from the factory. Of 
course, the replacement part should be ordered at once, in 
order that the complete assembly will be salable. Automobile 
jobbers will be found helpful and friendly in seeing that all 
merchandise renders good service. In this way the customer is 
protected when he buys from you; you are protected by the 
jobber; and the jobber in turn is protected by the factory, 
which is not only willing but anxious to replace anything that 
is actually defective. 

By all means, sell quality merchandise. It builds both 
reputation and profits. And when something does go wrong, 
replacement is cheerfully made all the way down the line from 
factory to user. 


Contacts That Sell Service 


Let us assume that you have every facility for handling 
service at a profit. Even then you might not make a profit, for 
far more than equipment is needed in order to succeed in this 
highly important business of maintaining the millions of cars 
that are running the length and breadth of this land. Equally 
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as important as the right equipment is the right approach to 
each customer. First impressions are lasting. They frequently 
determine whether you will be able to sell the customer what he 
came in to get, to say nothing of selling him services that he 
may need, though he has not yet realized that need. 

If you will realize that when a motorist buys service he is 
paying out money for merely maintaining what he has already 


Balancing stand for testing balance of wheel and tire— 
a very necessary precaution with today’s high speeds. 


bought, your service sales will improve. To the motorist, serv- 
ice is a necessary evil. In his eyes, spending money for service 
is not like spending money for a new tie, a new suit, or even a 
new tire. To him, money spent on services is just so much 
money lost. Of course that is not really true; but if your cus- 
tomers feel that way about it, this feeling will restrict their 
buying. 

To offset this attitude, which is common to many car 
owners, a friendly yet serious manner is desirable on the part 
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of the man who contacts the customers. The friendly spirit — 
does much to set the customer at ease, while the serious man- 
ner gives a touch of dignity and thoroughness which builds 
confidence. 

It goes without saying that the contact man should keep 
as clean as his job will permit. Of course he will shave once a 
day and will wash up several times daily. And, whatever we 
may think about the ads that feature the seriousness of “B.O.,” 
this unpleasantness does reduce the business that comes to 
service stations. By the very nature of service work, perspira- 
tion results. For that reason, a daily bath is one of the surest 
prescriptions for building business, to say nothing of what it 
does for health and spirits. 

Overalls should be changed as often as the work requires 
—at least twice a week; three times a week is better, and daily 
is best. In addition, in the smaller shops where the contact man 
is also the chief mechanic, a white coat or clean shop coat should 
be kept handy. A customer will frequently invite the contact 
man to make a road test of the car, provided there is.no danger 
of soiling the upholstery. But much of the business that re- 
sults from road testing will be lost if the customer fears that 
the car will be soiled. 

Handling “Hurry-up” Customers. Many motorists want 
everything done immediately. Yet they can, in most instances, 
be sold out of this idea. To tell a man that you cannot serve 
him immediately generally increases his determination to be 
served at once. But to tell him that the best man in the shop 
for his job will be available soon, flatters him and makes him 
more willing to wait. 

If the job is one of considerable importance and one which 
will take some time to complete, a suggestion like this will help 
all concerned: ‘Mr. Jones, this work on your car is too impor- 
tant to rush. It has got to be done right and it will take quite 
a bit of time. So it just struck me that possibly you would 
like to have us drive you over to your office and let you know 
when your car is ready.” | 

In most cases, this suggestion works. It allows plenty of 
time in which to do the job right. And more important, it gets 
the customer out of the way so that those trifling little jobs 
that come to every shop can be handled without annoying any 
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one. It is bad business to take a mechanic from a job while the 
customer is watching the work. So getting the customer to 
leave the place is one of the big jobs of the contact man. Be- 
fore permitting the customer to depart, however, it is very 
important to get his phone number, in case additional work is 
needed. And often repair orders can be almost doubled by sell- 
ing needed work over the phone. 

In connection with a “time” promise, there is one hazard 
and one temptation which, if yielded to, will tear down business 
faster than anything else, and that is the failure to follow 
through with the promise as originally made. If your customer 
fell in with your suggestion and did leave his car, and then 
returned at the appointed time only to find his work. unfinished 
and the mechanic working on another car, you are “through.” 

The soundest advice for operating a profitable service 
station comes from the late Marshall Field, who said: 


Our Word is Good 

The promise we make to a customer is a solemn 
contract which we are in duty bound to make good at 
any cost or effort, except under circumstances over 
which we have no control. 

All our promises are made with this fact clearly 
in mind, and failure by neglect or delay is unpardon- 
able. 

If we are ever unable to fulfill our contract, 
make good our word, or keep our promise, it is our 
unvarying rule that the customer must be notified, 
preferably by telephone, as early as possible prior 
to the time agreed. 

To neglect to give such notice, and let the time 
pass, doubles the offense of failure to keep our word. 


This statement of policy was written for the guidance of 
employes in a retail store. It could not have been worded 
better if it had been prepared especially for employes of an 
automobile service station anywhere in the world. There is not 
much difference in people, whether they are buying automobile 
service or a parlor rug. In either case, courteous attention 
wins out. But to automobile owners, courteous attention is 
even more important than when serving other types of buyers, 
because a man’s automobile is usually his most prized posses- 
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sion, and the thing which cost him more than any other one 
thing he owns. No wonder he is a bit particular about it. 

Do not get too familiar, even with your best customers. 
Be friendly but do not lean all over their cars. And by all 
means, know your services and prices. Being uncertain about 
prices on common services suggest to your customer that you 
do not do much of that kind of work. That wrecks his confi- 
dence and makes him very hard to sell. Of course, on unusual 


Most motorists are interested in new specialties that have 
proved money savers for others. 


services on odd makes of cars, you will have to refer to your 
flat rate manual; but that is to be expected. | 

Getting “Plus Business.” It is most important to know 
“how” to sell, and it is equally important to know ‘‘what’” to 
sell. Naturally, the first thing to do is to perform the service 
that the customer wanted when he drove in. If he asked for 
five gallons of gas, give it to him before suggesting that three 
gallons more will fill his tank. Or if he asked for a quart of oil, 
get it; but before putting it in, look at the “stick.” If it indi- 
cates the need of more than a quart and the oil is very dirty, 
suggest changing the oil; but at least make the motions of do- 
ing what the customer asked for before attempting to make 
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an additional sale. Similarly, if a customer comes in to have a 
spark plug cleaned, go ahead and clean it. Failure to do as 
requested makes a customer resentful and unfriendly, and no 
one spends money when he is in that frame of mind. 

Getting a customer into the “yesing” mood is a good plan 
when selling service. By that is meant that it is best to start 
with small sales and gradually increase the amount. One of the 
best examples of this was the case of a tourist who came in 
for a quart of oil and: spent $63.70—actual money. Of course 
this was an unusual case. Seldom would a person have that 
much money with him. But the important point is that this 
service salesman worked the sale up from a small start to a 
profitable finish. 

He worked something like this: First he brought the quart 
of oil asked for. Then he noticed that several quarts of oil 
would be needed and the customer agreed to let him change 
the oil. The car had been on a long, dusty trip and the motor 
was filthy. The attendant spoke of the damage and expense 
that resulted when grit worked into a motor and its accessories, 
and suggested that this motor be cleaned. The customer ap- 
proved; and when he was told that cleaning the motor would 
probably spatter the body a bit, he approved cleaning the 
whole car. 

Lubrication goes naturally with every wash, for the high 
pressure hose drives the lubricant from the springs, shackles, 
and other chassis parts. So the car went to the hoist for lubri- 
cation and oil change; and while it was on the lift, the condition 
of the tires was noticed. All were a bit thin; but two were so 
cut that they were in danger of letting go at any time. This was 
pointed out to the owner. He had come a long way and feared to 
undertake the return trip on the old tires. So he bought four 
tires. 

This experience might have made an even better story had 
the tires not been sold, for there are many customers who can 
be lifted from a 25-cent sale to a 5-dollar sale. And foolish in- 
deed is the service salesman who does not go after the little 
sales. They are vitally important, for there are so many of 
them. | | 

Just keep in mind that if, every time a man comes in to 
buy one quart of oil or whatever he needs, you can increase his 
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purchase, you are on the high road to profits. That is true be- 
cause your overhead is more or less fixed. So “plus business 
means pius profits.” Therefore do not despise the little sales. 
Dollars are made of pennies, and some of the greatest fortunes 
in the world have been built up from small sales. 

But with all this aggressive selling, do not oversell. It is 
even worse to try to sell a service or accessory that is not needed 
than it is to fail to sell what is needed. Overselling carries a 
kickback. You may make the sale, but if the product or service 
was not needed, the customer will find it out sooner or later. 
Then he will feel that he has been high-pressured into buying. 
And he will not make the mistake of coming back. 

Regardless of what is sold, and even though nothing may 
be sold at the time, the customer should be thanked for coming 
in. And this expression of appreciation should be more than 
mere words. The conduct and expression of the contact man 
should show, more than his words tell, that he is really grate- 
ful to the customer for the opportunity to be of service. And 
no man can make the right impression if he is uncomfortable, 
tired, or only half well. Serving on the service floor requires 
endurance and a good physique. 

Every contact man should make it a point to get eight 
hours of sleep every night. He should also guard his health 
by eating regularly and sensibly. Keeping away from exces- 
sive use of tobacco or other stimulants is likewise important. 
This latter suggestion is in no way influenced by political, re- 
ligious, or moral beliefs. It is made solely because many a cap- 
able service contact man has failed, in time, entirely through 
neglecting his health. 

Selling by Phone. While most contacts will be made on 
the service floor as customers drive in, very valuable contacts 
may be made by phone when customers fail to drive in. Who- 
ever assumes the main responsibility for meeting customers 
and selling service should keep a card index of all service work 
performed. If too busy to do this personally, he should see that 
either the bookkeeper or the stockkeeper maintains this record. 
Such a record is best kept by merely filing the job tickets ac- 
cording to names of customers. 

- On jobs where there should be a follow-up, such as on oil 
changes, lubrication, or brake relining, it is well to “tab” each 
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job card with a clip that will indicate when this customer should 
be called on the phone. But in addition to this type of sales 
work, there should be a periodic follow-up of all former cus- 
tomers whenever shop work falls off a bit. 

On a quiet morning, it is no trick at all to sit down and 
prepare a “special” that will bring in a number of cars. Sup- 
pose, for example, that you get one dollar for washing a car, 
the same amount for lubricating it, and possibly seventy-five 
cents for dressing the top. If your shop is quiet, it would be 
good business to group these operations and phone twelve of 
your old customers that you are offering them this combina- 
tion at only $1.69, and that you will call for their cars and 
return them. | | 

While it is the “special” that gets you the business, you 
will, on the average, be able to double the amount of the sale 
by watching for oil drains, repacking front wheels, curing 
grease leaks, tightening chassis bolts, and performing the 
hundred and one other service jobs that you are fitted to do. 
That is constructive contacting. 


Grouches Lose Business 


Every car owner knows the sort of mechanic or service 
man who carries a chip on his shoulder. He is the one who 
immediately starts finding fault with the care or lack of care 
of the car or some part of it. He is the one who insinuates by 
his offensive attitude that the motorist is a dumbbell and not 
fit to be loose upon the streets. 

The day of the undiplomatic mechanic has just about gone ; 
but there are still many in this great industry of servicing the 
motor car who might take a few elementary lessons in psychol- 
ogy, which is defined as being the “science of the human mind 
and its operations, powers, and functions.” 

Are You a Good Greeter? As an example of simple but 
good psychology, see what one large battery manufacturer has 
to say to his dealers about the matter of greeting the customer: 


A greeting seems unimportant; yet it can establish the wrong feel- 
ing or the right one. Its purpose is more than merely to recognize the 
customer; it is to make him feel at home; to make him feel that you are 
eager to serve him, and that your service will be quick and efficient. 
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Some greetings do the opposite. A car owner who, for two years, 
has been going to the same station for service, reports that every time he 
drives up the service man says, “Hello, Mr. Williams. Something you 
want me to do for you?” “Of course, he doesn’t really mean it that way,” 
Mr. Williams explained, “but it sounds a little bit as if he is doing me a 
personal favor; besides, he ought to know what I want by this time.” 

Some service men, the investigation showed, use greetings like 
“Something?” or “What’ll you have?” Others use no greeting at all, but 
merely nod and wait for the customer to speak first. These men are miss- 
ing a chance to start their customer contacts off with the right first im- 


pression. 


Snappy towing service gains friends among motorists. 


A greeting sometimes heard is, “Shall I test your battery for you? ’ 
Although it is well meant, it may suggest to some customers an attempt 
to find something wrong. 

A battery man in a western station says that he finds the following 
greeting effective. When a car owner drives up for the first time, the 
service man welcomes him with a cordial “Good morning” or “‘Good after- 
noon,” and waits for him to state the purpose of his visit. When a regular 
customer drives up for the usual service, however, this service man greets 
him with “Good morning, Mr. Jones. Shall I service your battery?” 

The greeting, of course, should be neither effusive nor cold, but 
cordial. A prompt, cheery “Good morning!” accompanied by a pleasant 
smile, is probably the best introduction you can use; and a helpful ques- 
tion like “Shall I service your battery?” goes a long way toward estab- 
lishing the proper relations from the start. 
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If such a simple thing as the method of greeting the pros- 
pective customer has an effect on his state of mind—and there 
is no doubt that it does—then what will the chip-on-the 
shoulder attitude do? It is certainly not an attitude that will 
sell service or batteries, or even keep the customer coming > 
back. 

The customer, in the first place, unless he is coming in for 
preventive service—service to prevent trouble—is usually in 
trouble and therefore in a bad state of mind when he comes in. 
If he is received by an aggressive, irritating service man who 
starts in by lecturing him on what he should have done and not 
done, that customer will not be a customer very long, if he has 
ever been one. u 

The customer, or prospective customer, who comes into a: 
place for service or repairs or replacement, may have a chip on 
his shoulder himself. Being the buyer, he has the right to be 
that way if he pleases—and very often he is; but the service 
man, whether he has had a good night’s sleep or not, whether 
his personal or domestic affairs are tranquil or otherwise, has 
no right to be other than civil and cheerful in listening to and 
remedying the troubles of the customer. The customer holds 
the cash and pays for the bread and butter of every one in the 
service business. He holds the purse-strings and, unless he 
can be kept in a cheerful and pleasant frame of mind, he will 
go somewhere else for service before he loosens those strings. 

Throw Away the Chip. If you have a chip on your 
shoulder now and then, throw it away. It loses business for 
you. If you have such an employe in your organization, one 
who cannot be shown the error of his ways, get rid of him 
before he wrecks your business. 


Advertising Your Service Business 


There is nothing deep or mysterious about successful ad- 
vertising. The best ad is one that tells the prospect something 
he wants to know—not merely what the advertiser wants to 
say. If you are running a modern service station, you have 
plenty to offer to motorists. But if your place is not modern, 
your advertising will have a hard job indeed. Many service 
stations advertise, but—workmanship and value being equal— 
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the business naturally goes to the garage or shop that looks 
- most attractive. | 

Therefore, before giving too much thought to advertising, 
it might be well to see that your house is in order. Would a 
coat of paint improve your place? Should your lubrication 
hoist or brake tester be moved out front where all can see it? 
Could your electrical department be placed in your front win- 
dow to advantage? Possibly it would pay to equip all of your 
men with new uniforms. Or it might be a smart thing to fea- 
ture the fact that every car you work on is protected with seat 
and upholstery covers. The big point is that motorists have a 
perfect right to spend their money where they please. And the 
shop that is most attractive is the one where advertising proves 
most profitable. — } 

Probably the first thing to consider in advertising is what 
you will say to your prospects; the next is what medium you 
will use for reaching them. As to what to say, remember that it 
always takes something special to pull trade in. You are not 
advertising especially to your regular customers, though. of 
course you do not want to overlook them. Your big job, how- 
ever, is to attract those motorists who have never been in your 
shop, or at least have not visited you for a long while. 

Ads That Bring Business. Taking a tip from those who 
have made advertising pay big dividends, it is obvious that they | 
use two methods of making their offers look especially appeal- 
ing—‘‘grouped services” and “odd prices.” Another valuable 
idea which does much to even out the rush and slack periods 
is the offering of a special discount on work brought in, say, 
Tuesday or Friday, or whenever the shop ordinarily has the 
least business. 

Advertising grouped services seldom requires the shop to 
do more than it already does for its money. It merely requires 
telling the prospect what will be done for a certain amount. 
For example, on a “Lubrication Special” the copy might read 
something like that in the “Lubrication Special” ad, page 60. 

In the mind of the customer, here is a bargain. And yet 
nothing more is done than would be done in any wide-awake 
service shop. In fact, inspecting or testing tires, wheel align- 
ment, brakes, battery, and spark plugs is merely the first step 
in making additional sales. And it is the additional sales that 
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pull in the extra profits. If in your shop you are doing only 
what the customer asks, you are not making money. This 
may be a bold statement, but it is based on the study of thou- 
sands of job tickets in all kinds of service stations. Profits are 
made only where plus sales are made. Do not forget that. 

So be sure to tell the customer everything you propose 
to do for him. Today, more than ever before, the world is 
value conscious. Play on that fact. Offer value and you will 


Valves Ground 
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be well pleased with your advertising results. Offer “complete | 
general automobile service’ and your ads will be a “flop.” 
Advertising today must be specific. 

The same plan of telling all that you offer should be used 
in connection with every ‘“‘special’” you run. And remember 
“it takes a special to get special results.”” For example, if you 
propose to put on a drive for valve grinding work, your 
“special” might read like that in the “Valves Ground” ad. 

The ‘Valves Ground” offer is much more attractive than 
merely stating that you will grind valves for so much. Listing 
the operations does much to offset price competition, for it 
makes the motorist realize what he is getting for his money. 
So no matter what special you propose to offer, before letting 
your message go to the printer, sit down with paper and pencil 
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and list all of the work that you propose to do. Handling your 
advertising in this way will make it most effective. 

On Cutting Prices. Just a word as to price. You will not 
find price cutting, as such, profitable. All too frequently a 
service man, either in a vain attempt to build volume or to 
spite some other shop operator, will cut his prices so low that 
there is no profit left. That is foolish. | 

Some merchandisers, however, do cut the price of some 
one special once in a while to get people in. For example, ad- 
justing brakes at a reduced price per wheel is profitable pro- 
vided a complete reline at regular prices is sold to every fourth 
or fifth customer. So is it profitable to give a complete motor 
tune up for less than the usual price provided it results in 
valve grinding work from some, piston and ring replacement 
from others, or replacement of spark plugs, wiring, breaker 
points, coils, etc., where needed. 

In other words, a special price as an inducement for mo- 
torists to come in, plus the intensive selling of needed services, 
is sound business. Merely cutting prices is business suicide. 

Methods of Advertising. ' The problem as to how you shall 
reach the passing motorist has several available solutions. 
You can use local newspapers, letters and other mailed adver- 
tising, handbills, novelties, envelope fillers with monthly state- 
ments, or road signs. Each has its advantages and disadvan- 
tages. 

Newspapers are economical, both in the smaller towns and 
in the larger towns where community newspapers are avail- 
able. In the larger cities, the use of daily papers is unwise for 
two reasons: first, there is too much waste circulation—copies 
which you pay for but which do not reach your logical pros- 
pects; and second, distances are so great that, while you might 
interest a reader, it is unlikely that he would go to the trouble 
of driving to your shop. 

Newspapers will generally offer worth-while advice on 
preparing advertisements. They will recommend the size of 
space that will prove most profitable and they will help with 
the wording of the ad as well as with its layout. 

Other valuable sources of help are the manufacturers you 
represent. If you sell cars, tires, batteries, lubricants, or cer- 
tain services, you will find that the advertising departments of 


62 - SERVICE SHOP MANAGEMENT 


the companies you represent are anxious to help you. Only by 
helping you to make money can they hope to succeed. 

The manufacturers will supply suggested ads which the 
newspaper can set up; or they will supply cuts from which the 
illustrations can be made; or they will supply mats of complete 
ads. The mat is a piece of material like cardboard, into which 
the original type is pressed. When this mat is sent to the 
dealer, his newspaper merely pours molten type metal into it 
and thus gets a perfect printing plate. 

Letters and other types of mailed advertising are effective 
both in small towns and in the larger centers. But to be eco- 
nomical, the mailing list must be kept constantly up to date. 
Purchasing a list of automobile owners from your Secretary of 
State or other source is a good start. Another source of names 
is the job tickets now in your shop. To be of any value, how- 
ever, it is very important that the names and addresses be cor- 
rectly spelled. People are particular about this, and it is better 
to send no advertising than to send out advertising that has the 
name or initials incorrect or with the address wrong. 

Having obtained a mailing list that is right, the next job 
is to keep it right. This can be done by having the following 
notice printed in the upper left-hand corner of each envelope or | 
on the piece itself, if no envelope is used: 

POSTMASTER: If addressee has moved, notify sender on 

Form 3547; postage for notice guaranteed. If undeliverable, 

return postage guaranteed. 

This is a part of the regular postal service, and every ad- 
vertiser who uses the mails should take advantage of it to keep 
his mailing lists right up to the minute. 

Handbills have the advantage of being cheap. Unfortu- 
nately, that is also a serious disadvantage. Another serious 
objection to their use is that, with most of the automobiles 
being of the closed type, about the only way of making hand- 
bills ‘stay put” is to slip them under the windshield wiper. 
And doing this makes some owners so angry that they would 
never come into your shop. So it is not advisable to use hand- 
bills unless they are handed directly to motorists, or are hung 
on the door handle of cars, or are delivered to the houses. The 
latter is not very effective, however, except in those communi- 
ties where almost everyone has a car. 
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Practically all manufacturers supply “dealers’ helps” and, 
if used, these actually are helps. But they are of no value if 
left under the counter or in a corner of the stockroom. Many 
of these helps are small printed slips that can be put in the 
envelopes with the monthly statements without increasing the 
postage. As a consequence, the cost of such advertising is 
practically nothing and the results are all plus business. 

Calendars and similar novelties have their place in adver- 
tising. Generally these novelties are distributed to old cus- 
tomers around Christmas. When the novelty has sufficient 
value in itself to make the prospect keep it in spite of the ad 
that it carries, this form of advertising is all right. But if the 
novelty is some cheap trinket that will soon be discarded, it 
might better never have been sent. A cheap novelty cheapens 
your place in the eyes of the recipient. If you use novelties, 
buy a few good ones and place them personally to the best 
advantage rather than buy many cheap items and scatter them 
among all motorists. 

Road signs are an important form of advertising. Prob- 
ably one of the most vital things to remember in road sign 
design is that cars travel fast today. For that reason the idea 
of putting only a word or two on a sign and having a series of 
signs to carry the message is right. Then be sure that all the 
signs are colored alike, and that the color scheme is similar to 
the color scheme of your building. As the motorists speed by, 
it is far easier for them to get color combinations than words. 

Because much wording on signs is “out,’”’ it is impossible 
to do any amount of selling in the copy. It will give the service, 
name, and phone number. The copy probably will read 
“BRAKE SERVICE—Joe’s Garage—Westville—Phone 32.” 

If you offer automobile service and meals, do not combine 
both on the same sign. This might not prove disgusting to 
you, but it would be to many women. And as it is generally the 
women in the party who determine where the stops will be 
made, it is wise to cater to their desires. Soup and super service 
may sound similar, but they do not team up in a way to please 
the ladies. And remember, this old world of ours is getting 
surprisingly frank about many matters; so instead of featur- 
ing “luxurious and sanitary rest rooms,” just say on your sign: 
“CLEAN TOILETS at Joe’s Garage, Westville.” — 
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Your local telephone book has a fairly long life and the 
space rates are reasonable, so that an ad either on the cover 
or in the classified directory is well worth the expense. 

Local radio programs offer attractive advertising results. 
While the rates are higher than for other mediums, if your 
business appears to have the possibility of being able to absorb 
the expense, radio advertising, in the form of either five-min- 
ute programs or one-minute announcements, is productive of 
sales. 

Your local automobile club magazine offers attractive 
space for your display advertising. 

Billboard and poster advertising are effective both for 
your local customers and for transient trade. 

Listing your business in the hotel directories or taking 
space on their restaurant menu covers are other methods of 
attracting transient trade. 


Electric Building Signs 


A word about electric signs on your place of business. An 
electric sign expresses your individuality. It makes your 
garage stand out above surrounding businesses. It attracts 
attention day and night. It tells motorists who you are, where 
you are, and what service you render. It exerts a never-ceasing 
pull on trade—gives your garage a “new lease on life” in at- 
tractiveness, in greater business, in added profits. 

A good way to determine the type of sign to erect on your 
garage is to find out: what type of sign predominates in your 
neighborhood and then choose a sign unlike the majority. If 
neon predominates, choose an incandescent sign, or a combina- 
tion of lamp and neon. If incandescent signs predominate, 
choose a neon sign, or a combination of lamp and neon. Re- 
gardless of the type of sign now predominating in your neigh- 
borhood, you will find that a combination lamp and neon sign 
is effective and will continue so for many years. An electric 
clock in the sign gains added attention through its utility value. 

A question of intense interest to the buyer of an electric 
sign is whether or not he shall buy a porcelain enameled steel 
sign or a painted sign. Electric sign manufacturers invariably 
recommend the porcelain enameled steel sign. , 
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There are several reasons for this. In the first place, a 
porcelain enameled steel sign is impervious to heat, cold, rain, 
snow, sleet, and dust; it does not fade in hot weather; and an 
occasional washing with plain soap and water is all that is nec- 


Night and day, your sign proclaims who you are and what you 
ave to sell. 


Courtesy of Federal Electric Company 


essary to keep it always as new in appearance as it is on the 
day it leaves the factory. A painted sign, however, requires at 
least semi-annual repainting of its faces to keep it so that it 
will look well and attract the attention of potential customers. 

The up-to-date electrical advertising display sign of today 
is simply the grown-up, modernized, electrified shingle of yes- 
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ter-year. It is the same old commonsense idea—its purpose, 
meaning, and service to mankind are the same; but its dress is 
altered to meet the conditions of today. 

‘Keen competition, a multiplicity of needs, and many busi- 
nesses striving to meet those needs are the conditions of today. 
And the electrical advertising display sign develops much of 


The vertical illuminated sign beckons 
to motorists several blocks away. 


Courtesy of Federal Electric Company 


the power needed to meet and master these conditions. Re- 
gardless of what else is done, a sign equal to the exacting con- 
ditions of today must always mark your garage, indicating to 
the outer world your name and your service. 

Illumination is a subject of considerable importance to the 
automobile service shop. Most shops are open after dark— 
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some to ten o’clock, some to midnight, and some all night. 
Inasmuch as surveys indicate that a very satisfactory volume 
of business is done in these shops between seven and ten, it is 
well to consider this period seriously. Not only does the flood- 
lighted service yard or shop attract passing motorists, but 
ample illumination lends an atmosphere of pleasing comfort to 
your regular after-dinner customers of the neighborhood or 
community. Many a motorist is reminded of some service work 
he intended having done when he sees your brightly illumi- 
nated station or shop in the evening, which is usually his leisure 
time. | 

The best way to make your shop stand out in contrast to 
its surroundings is to have inconspicuous lighting sources de- 
livering the light on the attractive part of your building or on 
the service court. Strong light sources from bare incandescent 
lamps are unpleasant because of the glare. Flood-lighting is 
the most satisfactory and attractive method of illuminating 
the automobile service depot. The manufacturers of lighting 
equipment are ready to advise you in the matter of proper 
illumination and the cost of the equipment. 


Selling Your Service with Window Displays 


There are many automobile service shops that can in- 
crease their sales by using good window displays. The show 
window has been rightfully termed the “‘face” of the store. It 
is a device for helping to sell more merchandise or service by 
presenting it to the public where they can easily learn all about 
it. There is nothing new about using the store window to in- © 
crease the sales of merchandise. In fact, the ancient maker of 
pottery was using this method when he placed the finished 
product at the entrance of his cave. Yet little thought was 
given to this form of merchandising until very recent years. 

Some merzhants estimate that their windows make 30 
per cent of their sales; others, in large cities, place this figure 
nearer 50 per cent. Of course, with the garage owner, just as 
with any other merchant, location is an important point. Most 
garages are not located on the busiest streets and, therefore, 
it is more important than ever that every effort be made to 
bring customers to the garage. 
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Many garage men may say that it is too difficult to display 
a “service” they sell. True, it is perhaps a little harder to 
convey the idea of this service in the short time the passer-by 
allots to a window display. But most garages sell other things, 
such as tires and accessories, that can be used to get the at- 
tention to a window display. Then through a poster or a dis- 
play card in the window, the prospect can be told about the 
service. One successful garage owner made it a point never to 
install a window display without placing in it a card sug- 


With colored crepe paper for background decorations and a few 
well-arranged merchandise items, you can build a window display 
that will catch the eye and make sales. 


Courtesy of Dennison Manufacturing Company 


gesting to the car owner some repair service, such as carbon 
removed or a complete check-up of the car. 

More and more women are driving cars and consequently 
are becoming potential customers. Women enjoy “window 
shopping”’ and will spend more time looking at a display than 
men. Women like things neat and attractive, and the progres- 
sive garage man will take this fact into consideration by keep- 
ing his window displays neat, clean, and well decorated. 

Each window display is a giant advertisement for your 
garage. The people passing to and fro on the street form its 
circulation. It is subject to the same principles as govern 
newspaper and magazine advertising. It must arrest atten- 


MERCHANDISING AND ADVERTISING 69 


tion, arouse interest, create desire, and stimulate action. But 
the window display has two great advantages over any other 
form of advertising—it shows the actual merchandise offered 
for sale, and it delivers its message right at the point of sale. 

Use of Color. Like any other advertising, a window dis- 
play is not effective unless it is seen. Your window competes 
for attention not only with every other window on the street 


Small windows enable you to con- 
centrate attention on specially-priced 
‘‘leaders.”’ 

Courtesy of Dennison Manufacturing 
Company 


but also with the motion and noise of the street itself. To 
gain and hold the attention of the passer-by long enough to 
deliver a message in these days of hurry and rush, you must 
offer more than just an attractive arrangement of merchandise. 
Therefore, merchants who appreciate the sales value of good 
displays are giving increasing thought to the use of color as a 
means of arresting attention. 

When we look about us and see the important part that 
color plays in our everyday life, we gain a greater apprecia- 
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tion of its importance as a factor in display. Automobiles, 
furniture, clothing, and merchandise packages of all kinds are 
becoming brighter and more colorful than ever before. Next 
to motion, color is the greatest factor in making the window 
display effective. While it is not often practical to have me- 
chanical devices to produce motion in the garage show window, 
it is always possible to select colorful decorations that create 
pleasing impressions. 

The ideal decorating material is crepe paper. In practi- 
cally every city and town, crepe paper can be seen doing its 
part in display windows and in store interiors, to make more 
attractive the presentation of merchandise. With the use of 
crepe paper, the decorator is enabled to make attractive dis- 
plays quickly and economically. It so closely resembles an 
expensive fabric that it affords a rich and lustrous background 
for the merchandise on display. And the wide range of colors 
in which crepe paper is offered makes possible practically any 
color combinations that you may desire. __ 

Pointers for Decorators. Here are a few simple principles 
that will help the decorator to secure effective window dis- 
plays—displays that will make the cash register bell ring: 


1.. Window glass should be so clean inside and out that 
you would stake your reputation on it. 


2. The woodwork should be carefully cleaned and polished. 
All unsightly objects, such as nails, tacks, wire, and string, 
should be removed. Nothing detracts quite so much from a 
display as a dull, marred, or dirty floor. 


3. Almost every window should have a background that 
will make the display stand out. The background of a window 
is very important. It should always be remembered, however, 
that the goods themselves constitute the predominant drawing 
force of a window, and a background that detracts from the 
merchandise is probably worse than no background at all. 


4, Window furniture and fixtures, of course, are a ne- 
cessity in order that variety may be developed. Glass shelves 
serve to raise the merchandise off the floor and also provide a 
means of centering it. 


5. A well-illuminated window attracts people just as it at- 
tracts moths and June bugs. A window well lighted is a prom- 
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inent feature on any street at night. Many modern merchants 
have determined by actual tests that it pays to keep their 
windows lighted until midnight, even though the stores are 
not open in the evening. But avoid glaring lights that shine 
into the eyes of people who look into the window. Concealed 
lights are most effective. The ideal window should be equipped 
with several circuits overhead, with footlights concealed in 
front at the bottom, and a spotlight or two hidden overhead. 


6. Size is not the most important feature of a show win- 
dow. A small window properly decorated with the goods well 
displayed can get as good results as a large one. 


7. Do not crowd your displays. Do not cover up or hide 
one article with another. Do not fill a large window with small 
objects unless they are grouped. Each group should be made 
to stand out by itself. 


8. Make the things you display of first importance. It is a 
rule in picture framing that the frame should be less attrac- 
tive than the picture to be framed. If the background and 
decorations are more attractive than the goods, the window 
will not bring in actual trade. Simplicity and good taste are 

excellent guides to good decorations. 


It has been said that the show window in which merchan- 
dise is displayed is, in many ways, the next step in advertising 
beyond the newspaper, the magazine, and the billboard. In 
reality, however, the show window is more than an advertis- 
ing medium. It appeals to all, regardless of intelligence or 
language. 

Give your window the thought and attention it deserves 
and it will quickly become your most powerful salesman. 

Remember, the main function of advertising is to bring 
the motorists in. Having done that, the selling is another job. 
But these two—advertising and selling—are a great old team. 
They are the only route to profits. 
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Section IT 


SERVICE DEPARTMENTS 
Gasoline—Oil—Lubrication 


Every service garage that is making the most of its pos- 
sibilities furnishes gasoline, oil, and lubrication service. First, 
because the direct profit from these services is worth while. 
Second, because the profits from extra services, or from sup- 
plies sold at the pump, frequently prove greater than the gas 
and oil profits. When this is the case, it indicates team work 
between an alert attendant and a well-equipped shop. 

The first requirement for selling service is stopping the 
motorist. And an attractive building, with an easy-to-enter 
drive to the pumps, is the surest way of bringing in customers. 
So your very first step is to be sure you have an adequate ex- 
terior lighting system for your place. If your garage is fin- | 
ished in white or in some other light color, a couple of 1000-watt 
flood lights playing on its exterior will prove a good invest- 
ment. So will liberal use of lights inside of your pumps after 
dark. And a conspicuous “GAS” sign of the neon variety will 
be especially worth while if you are on a high-speed highway. 

If you are located so that you cannot get commercial light- 
ing current, by all means plan to own your own electric plant 
as soon as possible. In areas where electrically-lighted filling 
stations are the exception, the one that is well illuminated gets 
the business. | 

In order to build up a permanent business among those 
who make business trips by automobile, you must be sure to 
have adequate toilet, washing, and drinking water facilities. 


- 
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If possible, there should be accommodations for men and 
women. Be sure to keep the room immaculate. Many service 
men think this matter unimportant, but it is vitally important. 
Investigation shows that in the minds of many motorists clean 
toilets are more important than the kind of gas or oil they buy. 
And, of course, the winning combination is a popular line of 
gasoline and oils plus clean rest rooms. This will do more 
than anything else to get and hold both local and transient 
trade. 

When you have a place that can be seen both by day and 
by night and it has been provided with clean accommodations,. 
your next step is to equip it for “speedy” service. Motorists 
are peculiar. Almost without exception they want speedy serv- 
ice, whether they are going anywhere or not. Where the gaso- 
line business is so slight that it is not possible to keep a man 
on the island all the time, it is a good plan to install an auto- 
matic switch, which the car must pass over when approaching 
the pumps, for calling an attendant. 

And serving the motorist speedily, neatly, and accurately 
is just as important as getting to him quickly. For that reason 
the better stations provide equipment in duplicate, so that 
there cannot possibly be any waiting for a measure, a pump, 
or some other item. 

Refiners of gasoline and oil provide considerable equip- 
ment without charge. Such items generally consist of gasoline 
pumps and fittings, illuminated and plain signs, “high boys” 
with pumps for oil, dispensers of transmission lubricants, and 
lubrication charts. A book of lubrication charts, such as the 
Check Chart series in which every lubrication diagram is ap- 
proved by a car factory, makes a fine impression on many mo- 
torists and is a decided help in selling lubrication jobs at a 
good price. , 

Before signing up to carry any particular brand of gasoline 
or oil, be very sure that you understand the contract. If in 
doubt, employ a local attorney to check it over for you. Failure 
to do this may possibly result in your finding that you are not 
free to handle the oils that are most popular in your com- 
munity, or to perform the services that you would like to per- 
form. Do not let carelessness in going over contracts get the 
best of you. Read before you sign. Know what you are to get 
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in the way of price, equipment, cooperation, and the length of 
time the contract is to run. Then be sure that you are willing 
to abide by the terms of the contract. 

Remember, when the representative of a refiner is talking 
to you, he will quite naturally get enthusiastic over his prod- 
ucts. But no matter how fine his products may be, motorists 
will have their own pet brands. Generally, motorists will ac- 
cept any good gasoline, but many of them will not enter your 
place unless they see their favorite brand of oil advertised. 
So be sure that, in signing a gasoline contract, you do not re- 
strict yourself to one or two brands of oil. Before you sign, 
you can tell the refiner what you will do and he will “‘play ball.” 
After you sign, it is too late to make any changes. 

It. might be truly said that the gasoline and oil depart- 
ment is the “sales department” of your whole business. Here 
you make your contacts. And it is these contacts that lead to 
the sale of other services. As gasoline and oil are needed regu- 
larly, this means that your contacts will be more or less regu- 
lar with your customers; and this will enable you to watch 
their cars. By so doing, you can sell them additional and 
needed services when and as they are needed. 

In operating the filling station end of your business, you 
will find it well to do your outside work—cleaning pumps, 
drive, oil bottles, etc.—during the heaviest traffic periods. 
This is so that motorists will see signs of life about and thus 
be assured that there is someone on hand to serve them. Don’t 
let routine duties drag out. Schedule your cleaning, filling of 
oil containers, and other jobs, and then push the job along so 
that you will be free to plan selling and advertising activities. 

In buying anything, be sure to see that you get what you 
pay for. In other words, no matter how well you get to know 
the man who delivers your gas and oil, check your tanks before 
and after delivery. And when draining oil barrels, be sure that 
you drain them. One large buyer of old oil barrels found that, 
on the average, there was one gallon of oil left in every barrel 
he bought. You cannot afford to lose a dollar of net profit on 
every barrel of oil you sell. So check your barrels carefully. 

The difference between success and failure in service work, 
or in any other business, is small. So watch every detail. Then 
you will have nothing to worry about. 
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Operating the Lubrication Department. With the num-. 
ber of motor cars in operation today nearing 30 millions, lubri- 
cation is one of the most important of automobile services 
and one of the most profitable, as well. The advances in mod- 
ern automobile engineering have made intelligent lubrication 
imperative. More delicate mechanisms, closer tolerances, and 
ease of control mean proper lubrication—the right kind of oil 
and the right amount of it. 

Motor car lubrication has graduated from the grease class 
into the class of real technical service. Correct lubrication 
requires technical knowledge of the parts which are to be 
lubricated and the different types of lubricants and their ac- 
tion. It also requires proper equipment for doing the job 
profitably and satisfactorily. The average laborer or boy 
around the garage is not capable of correctly lubricating the 
modern automobile. The old type hand-operated grease gun 
will not take care of the twenty to forty different points re- 
quiring from four to ten different kinds of lubricants. 

All in all, lubrication is a specialized technical service, and 
is worth as much to the car owner as any other kind of tech- 
nical service requiring technical knowledge and judgment. 
This fact should be impressed upon your customers, many of 
whom still think of lubrication as simple greasing. An ignor- 
ant grease job on a present-day automobile can cause from 
twenty-five to one hundred dollars worth of.damage. At every 
opportunity, your promotive effort should be directed toward 
making customers realize these things—in your advertising, 
by your signs, and by the spoken word. All examples of suc- 
cessful lubrication shops or departments have included this 
type of promotion—elevating the lubrication operation to a 
real service. 

While the lubrication department is usually understood 
to consist of chassis lubrication, this department can be broad- 
ened to include many allied services which will add to the shop 
or department profit. Complete service should include chassis 
lubrication, with its specialized operations; crankcase service, 
with flush-out at extra charge; transmission; differential and 
steering gear service; pressure cleaning of the entire motor 
lubrication system ; replacement of lubrication nipples; replace- 
ment of oil filters and air cleaners; refilling one-shot reser- 
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voirs; water pump packing; and general tightening service. 
All of these services offer extra profit opportunities. 

Chassis lubrication should include all gun fittings be- 
neath the car and those on the engine accessories; checking 


An up-to-date grease gun hits the spot without 
wasting lubricant or smearing up the car. 


differential and transmission; spraying springs, clevises, rod 
ends, and other small moving connections not provided with 
gun fittings; spraying body joints between body and frame; 
filling cups or reservoirs, such as fan bearings; checking wheel 
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bearings for lubricant; and oiling small oilers on motor parts. 

It should also include checking automatic chassis oiling reser- 
voir; lubricating hood lacing to avoid squeaks, door hinges, 
and door bumpers; and lubricating clutch throw-out bearing, 
if necessary, and replenishing lubricant in wet clutches. This 
is a complete and thorough service and should be deserving 
of a fair price. 

Other services performed in the lubrication department 
should be just as thorough, and extra labor and material 
should be charged for the same as is done in the motor or 
brake department. 

In the successful operation of the lubrication department, 
it is necessary to satisfy the customer in matters aside from a 
thorough and intelligent lubrication job. See that all surplus 
lubricant is wiped off after the operation; wipe dirt and old 
grease from all gun fittings before putting on the gun; see 
that upholstery, door frames, steering wheel, levers, and 
handles are kept clean, so as not to soil clothing; and see that 
the spray gun does not smear up the body lacquer and collect 
dust and grime after the customer has driven a few days. 
These are all minor items and require no special training, 
except in standards of cleanliness; but they do even more to 
bring customers back than a correct lubrication job which 
cannot be seen. 

It is a well-known fact that the condition of the shop and 
equipment influences the mind of the customer. Therefore, 
keep your shop clean and neat, and keep the equipment the 
same way. A customer is willing to entrust his car to the 
shop which is clean and neat; but if the floor is slippery with 
grease and the lift is smeared with oil and the tools and equip- 
ment are grimy, he hesitates about coming in a second time. 
Keep your tools in order and at hand so that the job may be 
done with a minimum of effort. There are available equipment 
boards which carry all necessary equipment in a small space 
and which can be rolled to the job. This facilitates doing the 
job quickly and cleanly. 

Keep all motor oil charts, special lubricant charts, and 
lubrication diagrams clean and within sight of the customer. 
Recommendations of lubricants and lubricating procedure are 
the work of engineers, so the customer knows you are work- 
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ing to a specialized standard for his particular car. Use only 
-gtandard lubricants manufactured by reliable concerns and 
use the signs furnished by these manufacturers to promote 
your own business. 
While a job card for lubrication seems unnecessary, it is © 

a good practice to employ some system for recording the work 
done, the name of the customer, the kind of car, and the type 
of service he prefers. This is valuable in building a mailing 
list of customers. Then, too, a resumé of the job cards at the 
end of a month or year will reveal many things about your 
business which you may not know. You can determine how 
many jobs of a certain kind were done, how much of a certain 
lubricant was sold, and how many other services were sold 
through lubrication, etc. 

Promote your lubrication department and it will pay divi- 
dends. 


Battery Service 


The battery department is too frequently treated as a 
necessary evil—a service which must be given at little or no 
profit, in order to retain the business and goodwill of car 
owners who buy other services. It is not difficult to under- 
stand why the battery business has acquired this reputation— 
what with chain store competition on new batteries and alley 
shop competition on service, the efficiency of modern charging 
systems, and the low prices of batteries that almost eliminate 
repairs. 

The battery department, however, can be made profitable, 

and this is being proved by aggressive shops the country over. 
Considering the cost of battery equipment, the broad market 
for batteries and battery service and the other services and 
merchandise which can be sold in the battery department, the 
business is attractive if properly operated. 

Profitable battery business requires volume; volume re- 
quires a long customer list; and a long customer list requires 
merchandising. Most car owners know the high price of cheap 
merchandise and the high cost of free service, and if you do 
not explain the difference between your merchandise and serv- 
ice and that of cut-rate competition, your customers would just 
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as soon patronize the latter. Your batteries must be guar- 
anteed and your service must be dependable, so that you can 
offer complete satisfaction to customers and responsibility for 
the entire life of the battery. 

In your contact with customers on battery service, do not 
resort to tricks or misstatements. Be truthful, even if you 


Dismantling the battery is the first step in inspection and 
repair. 


have to lose a sale. While it is generally accepted that 80 per 
cent of the discharged batteries which come in for service 
should be replaced, if the battery of a customer shows enough 
life and material left in it for a reasonable amount of efficient 
service, do not try to strong-arm him into buying a new bat- 
tery, or threaten battery failure within a short time. He may 
take offense and stay away from your shop. Many battery 
shops have failed because of “high pressure” attempts to sell 
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a new battery to every customer. If a new battery would be 
economy, tell the customer so; and if he shows interest, then 
try to sell him your battery. But if he thinks his old bat- 
tery will give him service, it is better to give it the best charge 
it will take and put it back in his car. Do it pleasantly and 
conscientiously, charging for the service, of course; tighten 


Lead-burning the connections on a repaired battery. 


the terminals, clean the connections, and inspect for high re- 
sistance points, and let him learn for himself that you were 
right. He will come back. 

Battery service, while a year-round activity, is considered 
seasonal because of the increased demand for batteries and 
battery service when the first cold weather thickens the oil in 
bearings and moving parts, thereby placing a heavy tax on the 
battery in starting. The battery department should be made 
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ready for this business, both for the increased profit on addi- 
tional business and to be able to answer all service calls with- 
out exhausting the supply of rentals or having to turn down a 
service call. The reputation for service is one of the greatest 
assets of the battery department. If you can take care of your 
customers when they need service most, you can expect their 
business all the time. 

The battery department need not be confined to batteries. 
Old batteries which need service or replacement mean old cars, 
and these need new parts and service which can be readily 
handled either by the battery department or by another part 
of your shop. The battery department can profitably handle 
cables, ignition wires, lamp bulbs, fuses, headlight service, 
accessories, and parts not carried in the electrical service de- 
partment. Also, battery service is frequently the first step 
toward a bigger and more profitable service job, so your bat- 
tery department can pay dividends. 

- Successful operation of this department, because of its 
low prices and small margin of profit, requires close attention 
to charges and to expenses. Rental batteries must be returned 
promptly and extra time charged for. Free service of any 
kind means a loss to the department and should be avoided 
except in the case of periodic inspection of a battery sold by 
you. You must make a service charge for removing and re- 
placing a battery which will not take a charge. 

It frequently happens that a car owner cannot be con- 
vinced that he needs a new battery or will not buy your battery. 
After you have performed the work of taking out his old 
battery, installing a rental, putting the battery on the line, 
charging it for several hours and then putting it back, you are 
certainly entitled to the standard price of a charge unless you 
sell him a new battery; in that case the amount is usually ab- 
sorbed in the sale. Likewise, other services performed during 
a battery exchange should be charged for. Cleaning and tight- 
-ening connections and switches, insulating wires, locating 
shorts, repairing wiring, etc., should be paid for unless your 
price on battery service includes these things. 

Careful attention must be given to supplies, tools, and 
equipment in the battery department. Electrolyte, distilled 
water, sealing compound, battery tags, and other supplies are 
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not expensive but, if wasted, can reduce the profit of the de- 
partment. A little thoughtful care of tools, lead burning equip- 
ment, aprons, torches, drills, pots, and charging equipment 
will save many a dollar of expense, and the careful saving of 
lead and old plates, and selling them at the best price, will 
return many a dollar in salvage. A good battery service man 
can maintain an adequate supply of rentals from old or shorted 
batteries, traded in on new ones, at very little cost to the shop. 
A set of new separators will frequently repair an element 
sufficiently to be used in a rental battery. Three of these ele- 
ments and a salvaged case produce a battery capable of good 
service for several days. : 

Do not offer rebuilt batteries for sale. It is against the 
law in some states, and it injures the legitimate battery busi- 
ness. If you cannot sell a customer a new battery, give some 


~ one else a chance. 


The cautions regarding cleanliness and neatness given to 
the other departments, apply also to the battery department. 
Cover all upholstery exposed to the touch of greasy jumpers, 
wipe off all handles, and replace floor boards, carpet, etc., 
neatly and tightly. 

Keep up your customer list and contact all owners whose 
batteries should be replaced. It is a good plan to run a cam- 
paign before the first cold snap, for two reasons—first, to bring 
in the business before your competitor gets it; and second, to 
register your name and your shop with car owners who will 
have battery trouble when the cold weather arrives. 

The manufacturer whose batteries you sell is ever willing 
and glad to furnish, at little or no cost, as much merchandising 
and advertising material as you can use. Take advantage of 
these things. They are usually proved producers and will help 
you as they have helped others. 

The battery business is one of the simplest of the automo- 
bile service group, and while it shows a greater percentage of 
failure than the others, it is not because of the business but 
rather the fault of management. oa 

The battery department can be made profitable in itself, 
and the source of “plus business” for other departments, if 
you will give it a fair share of the attention and thought that 
you give to your business in general. oe 
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Electrical Service 


There are two chief requirements for successful electrical 
service: a good automobile electrical mechanic, and an ade- 
quately equipped shop or department. It has been said by 
service mechanics that it takes an eccentric or a nut to be a 
good automobile electrician. Probably the reason for this is 
that the electrician understands many things which are too 
deep for the average mechanic, and when he discusses elec- 


Using the lathe to turn down commutator on an armature. 


trical phenomena and the intricacies of the ignition system, it 
sounds to others like the ravings of an unbalanced mind. At 
any rate, good automobile electrical mechanics are generally 
pretty level headed, sane fellows, who have had the necessary 
concentration to grasp the science of electricity. 

The baffling nature of electrical service is undoubtedly the 
reason for the absence of an electrical department in many 
automobile service shops. Electrical mechanics are in con- 
stant demand and a good one can really “make” a profitable 
department. But without adequate and proper equipment, he 
is little better than any other mechanic. Equipment is neces- 
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sary, both for rapid and accurate diagnosing and for the repair 
and servicing of defective units. There is modern equipment 
available which saves hours and days of painstaking and ag- 
gravating testing to get to the seat of the trouble, and without 
these instruments and tools the electrical service department 
really does not exist. 


Testing an armature before putting it back on the job. 


This department should provide for a complete analysis 
of the engine. While valves, pistons, compression, and com- 
bustion are not strictly electrical problems, engine perform- 
ance is so totally dependent on the electrical system that the 
analysis should be made in this department. The services 
which can be offered include spark plug testing, cleaning, ad- 
justing, and merchandising; coil and condenser service; dis- 
tributor and timing, synchronizing, and magneto service; 
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starting motor and generator service; and then respective 
circuits, lighting system and horn service, battery cable and 
ignition wire service, instrument panel service, and radio in- 
stallation and service. There is equipment on the market for 
each of these services—reasonably priced, considering its 
profit-making value. 


Trying out the ‘‘kick’’ of the starter. 


The electrical service department can operate simply as a 
part of a well-equipped shop, or it can be made to offer its 
service to smaller shops and to fleets, thereby constituting a 
business in itself. The well-equipped electrical shop offers 
generator and armature exchange, starting motor service, and 
replacement ignition parts service to shops not equipped to 
do this work. Armature rewinding is usually done during 
slack hours, thus helping the average shop to solve the problem 


SERVICE DEPARTMENTS 87 


of idle mechanics. Starting motors are frequently rebuilt on 
the same basis, although starting motor exchange is done less 
than generator exchange, except on the most popular cars. 

The testing of electrical units, both on and off the car, is 
one of the important phases of electrical service work. Cars 
are driven in by owners and service shops, and units are 
brought in by garage men, all with the same purpose—to get 
an accurate and definite statement of the condition of such 
units and to have them overhauled or repaired quickly and 
correctly by specialists in that branch of service. 

Electrical service shops or departments are seldom in 
need of work, as the many avenues of profitable activities can 
be used to insure full time operation. Many shops contract 
with owners of fleets of trucks to handle all their electrical 
work during the year for a flat charge per truck plus parts 
charges. Usually two or three fleets are all that can be handled 
in the average electrical shop without interfering with the 
regular trade. Often fleet work is done at night or in the early 
evening hours when the trucks are not in use. Fleets of sales- 
men’s cars and fleets of taxicabs are also handled in the same 
manner. 

Contracts can also be made with a number of garages or 
smaller service shops to handle all armature exchange during 
the year at an agreed discount, to furnish electrical replace- . 
ment parts, and to take care of testing and overhauling on the 
same basis. All these things, together with the retail service 
business, generally keep the electrical service shop busy. 

The contact man in the electrical department, or some- 
times the counter man, is an important figure. He acts as 
advisor, salesman, trouble man, arbiter, and teacher, and his 
temperament, knowledge, and ability determine to a great ex- 
tent the size of the customer list. He must know his ignition 
and electrical systems and be able to advise, sell, or pacify, as 
the occasion demands. : 

In short, organization and equipment are the keys to suc- 
cess in the electrical service department. The same principles 
of advertising, merchandising, shop efficiency, and cleanliness 
apply to this service as to any other service department, and 
these, with organization, equipment, and careful management, 
must produce a profitable electrical service department. 
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Tire Service 


The tire department is what you make it. Competition 
is keen and the battle usually centers on price; but this battle 
is no place for the service shop. The tire jobber and the chain 
store sell a lot of tires on price, and if the service shop at- 
tempts to compete with these outlets on price only, the battle 
is lost before it has started. 

This discussion of the tire department will be confined to 
the operation in the service shop, not as a tire dealer or jobber. 
The tire jobber or big dealer usually has a direct tire factory 
connection with a warehouse contract, special discounts and 
special volume rebates, based on quantity sold, etc. This 
operator makes his big effort for volume, seldom making a 
profit on an individual sale, but trying continually to reach 
the necessary volume to get a 5 or 6 per cent rebate at the end 
of the year. 

His sales effort is made on special sales, advertising low 
prices, and his market includes bargain-hunting car owners, 
fleets of trucks, taxicabs, or cars, and industrial accounts 
which buy large sized tires for company trucks and ears. 
Those of your customers who buy tires from this dealer either 
were not sufficiently sold by you or were the kind who would 
rather save on purchase price than spread the saving over a 
long period. 

It is assumed that your tire department will be normal— 
large enough to make a profit on new tires and to service prop- 
erly the tires of customers, and small enough to be handled 
and managed by your regular shop organization. Tire service 
requires proper equipment, prompt service, and merchandis- 
ing. Prompt answering of tire service calls is often the means 
of selling one or more new tires, so if you expect to make the 
most of your tire department, answer those calls promptly and 
pleasantly. If you treat your tire service lightly, your cus- 
tomers will think you are not interested in it and will forget it. 

While some of the tire specialists use a special car for 
this work, the regular pick-up car can be used. Air compressor, 
rim tools, etc., are not necessary because it is to be expected 
that the motorist at least has a spare tire and that it is inflated. 
Changing a casing or repairing a casing on the road should 
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not be done or expected. The motorist who has no spare 
should either be towed in or should buy a new tire. Confine 
your road service to changing a tire and bringing the punc- 
tured one into the shop for repair. The charge for the service 
call should be one dollar within the city limits or within rea- 
sonable distance, and one dollar and a half for both the call and 
tire repair. | 

In the modern car, tire balance plays such an important 
part in wheel shimmy and steering alignment that vulcanizing 
and the use of boots should be carefully considered. Vulcaniz- 


Looking for trouble inside the tire. The vuleanizer lengthens the life of 
an inner tube. 


ing should be limited to reasonable breaks and holes, and boots 
should not be used unless the wheel is balanced afterward to 
compensate for the extra weight on one side. There are less 
and less of these two repairs being done. Cut fabrics and torn 
casings should be discarded, or used only as temporary spares 
even after vulcanizing. 

Your equipment should be adequate to care for a rea- 
sonable volume of tire service. The customer usually waits 
for a tire, so your facilities should be such as to render quick 
service, both to save the time of the mechanic and to satisfy 
the customer. Your stock of tires should be sufficient to pre-- 
sent a full picture of the line you handle. If you can secure 
a tire stock on consignment from your jobber or branch ware- 
house, so much the better. 
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In merchandising, do not attempnt to compete with cut- 
rate operators. There is no profit in it for you. Handle a line 
of good tires and offer the usual grades. Every manufacturer 
makes a first line, second line, and third line to meet most 
price requirements. These must not be misrepresented, but 
must be sold for what they are. Never let your customers 
forget that you handle tires, but do not offer cut prices. You 
are in business to make a fair profit and if you could make it 
on any less margin, the discount would be changed to take care 
of it. Your customer expects you to be responsible for the 
tires you sell him, therefore you are entitled to the regulation 
profit. Sell your tire department at every opportunity. Pre- 
vent many service calls by selling tires to your customers 
before the old ones blow out. Inspect every tire which comes 
into your shop and make an attempt to replace those which 
are bad enough to forecast trouble. 

While trade-ins and used tire merchandising are gener- 
ally full of grief, it is possible to make a small offer for the 
old tires. Used tires are somewhat in demand since the intro- 
duction of rebuilding equipment in tire shops. These tires 
must have good carcasses, because the rebuilding operation 
does not recondition the fabric. It is merely the steam vul- 
canizing of a new breaker strip and new tread in the proper 
size molds and under proper conditions. If you can dispose of 
trade-ins in this manner, you can make an offer of trade-in. 
But do not try to sell used tires unless, of course, they are 
really capable of giving service. Tires which are traded in for 
balloons or air wheels on a change-over deal may be offered, 
but worn out tires which do not look so bad are usually a source 
of trouble. 

Do not overlook the value of the tire department as a 
business getter. Tire service is frequent, and it brings into 
your shop cars which may be ripe for some other service job. 


Radiator and Cooling System Service 


Car owners will drive in for radiator service quicker than 
for any other service except tire repair. When engines over- 
heat, power is lost, knocking results, and damage is quickly 
done. So when clouds of steam roll back against the wind- 
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shield, no motorist waits to have the thing taken care of “some 
other day.” Motorists seem to fear overheating. Also, they 
dread the delay and embarrassment of stopping every few 
miles for water. 

So in most cases it takes only a suggestion to sell pre- 
ventive service. This includes a thorough reverse flushing of 
the radiator and cylinder block. This service is most salable 


_in the spring when the anti-freeze solution is removed, and 


again in the fall before the radiator solution is protected for 
the winter. In connection with this preventive service, hose 
connections, fan belts, and pump repacking jobs are frequently 


The hand tools most needed in radiator service work are 
simple and inexpensive. 


sold. The equipment required to do the work right is exceed- 
ingly simple and costs but a few dollars, provided that both 
compressed air and running water are available in the shop. 

As sediment from the water together with particles of 
hose settle from the top down, it follows that to remove this 
foreign matter the flushing should be from the bottom of the 
radiator. A flushing solution is kept circulating at the boiling 
point in the cooling system for possibly thirty minutes. This 
dissolves the oil which acts as a binder for the foreign matter. 
Then, by running flushing water through the system in a 
direction opposite to the normal flow when the engine is run- 
ning, much of the sediment is carried away. The job is com- 
pleted by injecting air with the water, as the millions of 
bubbles and high pressure fairly blast out the remaining sedi- 
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ment. Such service is simple, requires little equipment, and 
is worth while to both the shop and the customer. 

Many radiators need further attention than ‘just flushing. 
Vibration plus corrosion gets the best of almost any type of 
core in time. To find the leaks requires testing tanks; and to 
cure them necessitates an assortment of soldering equipment 


A handy bench for radiator testing and repair can easily 
be built in the shop. 


and metal working tools. For the most part, however, these 
are relatively inexpensive. 
A bench with a water tank large enough to submerge a 
radiator completely will serve for both testing and repairing. 
~ Such a tank may be made right in your own shop. The tools 
will include a couple of small hammers, ice pick, pliers, tin 
snips or shears, soldering flux in both an oil can and in a pot 
with brush, a soldering torch, and a pair of soldering irons. 
One piece of ‘equipment’ not listed is a book on radiator serv-. 
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ice and the causes of overheating. Such a book can be read 
with profit by every automobile service man. 

At the first sign of a radiator leak, the service man will 
do well to attempt to sell the car owner on the wisdom of hav- 
ing the leak soldered at once. Using radiator compounds is 
not desirable. They are fine as an emergency repair, but they 
make the permanent repairing of a radiator almost impossible. 


Giving the radiator a bath with water under pressure soon loosens 
ihe clogging foreign matter and clears the passages. 


This is due to the way in which they hide leaks when the 
radiator is under test. When the leaks are discovered, there 
is generally so much of the compound in the crack that it is 
difficult to make the solder stick. Similarly, if a leak is neg- 
lected for a long while, the evaporating water will leave a lime 
deposit which is impossible to solder over and difficult to 
remove. Of course, the repeated application of heat and 
muriatic acid will remove lime, but it is far better to do the 
repair job before the lime deposit has formed. 
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Radiator work has its “grief,” but much of it can be offset 
by proper explanation to the customer before starting work. 
One service man handles such cases something like this: ‘Mr. 
Brown, we see a number of small leaks in this radiator. They 
can probably be soldered. easily enough. But this core is 
several years old and the corrosion that has caused the leaks 
we see has probably caused others that we do not see. At 
present they are clogged with lime or sediment. And I am 
afraid that, when I solder what I can find and then give the 
radiator a good thorough flushing and testing, more may show 
up.” In this way the motorist is prepared for further trouble. 
As a result of this explanation, he realizes that the service 
man did not cause the newly discovered leaks but merely un- 
covered them. | 

Facilities for boiling out radiators are important in any 
shop where much radiator work is done. And as this boiling 
removes paint as well as foreign matter, repainting is im- 
portant. Soldering burns the finish, and lumps of solder are 
unsightly, so refinishing does much to make customers satis- 
fied. And while a coat of paint will not take the place of a 
good radiator repair job, it will make the customer think that 
a good job is really as good as it is. And what the customer 
thinks about your shop is very important. 

The radiator and cooling system service is one of the 
most salable of all automobile services, and it carries a good 
profit when thoroughly sold and properly done. 


Body Work—Fender—Paint and Trim—Glass 


| The shops that feature body, fender, glass, paint, and 
trim service invariably make enviable profits. This work is 
not difficult nor is the equipment required very costly. The 
spray gun that touches up a fender can completely refinish a 
car. In sheet-metal service, a few tools will do many kinds 
of work. If you do not already have a welding outfit in one 
of your other departments, you will want one for body work. 
It will be needed for brazing fenders and straightening brack- 
ets, and especially for filling small panel dents with solder. 

Metal-working tools may be purchased singly or in sets. 
If you have a few, you will probably want to complete the set 
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The dinging or bumping hammer straightens out 
the kinks in a battered fender. 


With a few inexpensive tools and a few deft strokes, the 
shop turns out another profitable fender job. 
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by having dollies of various radii and bumping hammers that 
will handle even the most “‘inaccessible” dents. 

A sewing machine in good order will do for sewing top, 
side curtains, seat covers, and similar work. Mounting it on 
a large bench or table will make easier the handling of large 
pieces of fabric. And a portion of this bench or table can be 


Finishing off with a shot of black lacquer makes a straightening job look 
as good as it really is. 
a 


adapted to glass work by covering it with a piece of well- 
padded carpet. Of course, glass work necessitates a moderate 
stock of plate glass and a glass edging machine. Fortunately, 
there are on the market a number of excellent glass edging 
machines that cost little. 

Shops that go into body work quite extensively add power- 
driven wood-working machines. While a band saw, joiner, and 
the like are desirable, all this work can be done by hand. 
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While practically any fender can be straightened up, there 
comes a time when it is far better to replace one than to repair 
it. Replacement fenders are now available in all parts of the 
country on very short notice. 

For a time, the regular shop air compressor will be suffi- 
cient for painting requirements; but as your business grows 
until you have a really busy paint department, you will find 


Using the machine to edge a piece of door glass cut from 
stock. 


it wise to add a separate compressor for the exclusive use of 
the paint department. 

The surest way to keep the body, fender, paint and trim, 
and glass department busy is by active solicitation of business 
at the pump. Two seasons of the year seem to be most favor- 
able for refinishing. In the spring time, the typical motorist 
is receptive to the suggestion that it would be fine to be driving 
a nice shiny car and that he could do so at small expense by 
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having his present car refinished. Then, when the rainy fall 
weather sets in, the suggestion that painting the car will pro- 
tect it against rusting during the winter months will often 
bring in a few refinishing jobs. 

In refinishing, there are two distinct types of work. One 
is the complete stripping down of the old job and the building 
up of an entirely new finish. The other is the mere rubbing 
down of rusty spots, the sealing and surfacing of bare metal 
and old finish, and the spraying on of a couple of color coats. 
In the cheaper type of work, gloss or semi-gloss finishes are 
used to cut down the amount of rubbing. As a rule, these 
cheaper jobs are done at an especially low price if the original 
color of the car is not changed or if the entire car, splashers, 
and fenders are all finished in the same color. 

It is good business to size up each customer and attempt 
to sell him the best job that you think he can afford. Re- 
member, it is far easier to lower your price than to raise it. 
For those who cannot afford even the cheapest of refinishing 
jobs or whose cars, perhaps, do not need refinishing, you can 
offer a “dress up” special. This includes dressing the top, 
polishing the body, straightening and touching up the fenders, 
and straightening and tightening the bumpers. Depending on 
the size of car and its condition, this work can be done at a 
profit all the way from $3.95 for a Ford or Chevrolet roadster 
to around $10 for a large car. 

In addition to the foregoing work, a complete tcheleution 
together with a body and chassis tightening job is frequently 
sold, thus making the car both better looking and more quiet 
and comfortable. Fitting seat covers, installing heaters and 
ventilators, and fixing up luggage carriers and camping equip- 
ment are other jobs that fit in naturally with the body depart- 
ment. 

As in other branches of service work, it is highly im- 
portant to be sure of just what the customer wants before you 
begin. Work held down to a price can hardly be expected to 
receive the finishing touches that are put on the more ex- 
pensive jobs. For that reason, before getting too far into a 
job, it is well to find out just what the customer expects. 
Some men who drive light cars for business, and who are 
forced to park on the streets every day, merely want fenders 
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brought back to about their original shape. Small ripples in 


- the finish mean nothing to them. But there are others who 


would be badly displeased if the location of a fender repair 
job could be found after the work is finished. Naturally, the 
latter type of work costs several times as much as the former. 

But if you will tool up for body, fender, glass, paint, and 
trim service, and then actively sell the work, you will find 
this department profitable in itself and quite a “feeder” for 
your other departments. 


Engine Service 


There is no doubt that servicing automobile engines is 
one of the most profitable jobs in the automobile business, 
but the degree of profit varies with the extent to which you 
are prepared to go into this work. If you are located far from 
other service stations, only the most complete set-up will prove 
profitable. On the other hand, if you are located in a city of 
some size, it might be better to “farm out” some of the machine 
operations at the start. Of course, sooner or later, you will 
want to “stand on your own hind legs’’—in other words, do the 
whole reconditioning job. 

One service station developed its engine service work by 
adding equipment according to the relative frequency with 
which the various operations were done. Naturally, carbon 
and valve equipment came first. Valve lifters, valve reseaters, 
valve refacers, tappet wrenches, carbon brushes, guide clean- 
ers, and an electric drill were among the first items purchased 
and put to work. 

The carbon and valve jobs led into piston and ring jobs. 
While some of the less serious of these were handled with 
special rings and expanders, it became necessary to install 
cylinder reconditioning equipment for those jobs where the 
walls were in very bad shape. And it was not long before 
piston pin reamers and a reamer drive were added. Then re- © 
babbitting fixtures and main bearing reamers were installed. 
Finally, an engine analyzer that checks compression, vacuum, 
spark, etc., was put on the job. According to the shop owners, 
this equipment should have been installed first, for it has been 
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the direct cause of nearly doubling the work of the engine 
reconditioning department. a 

. Reconditioning Engines. In engine reconditioning work 
it is well to work with a jobber. Most of the larger jobbers now 
feature machine work as part of their service facilities. So in 
addition to buying needed parts, most jobbers can regrind a 
crankshaft, rebabbitt a bearing, or do any of the other special 


Left—When getting pistons ex- 
actly balanced to eliminate mo- 
tor vibration, a fraction of an 
ounce carries a lot of weight. 


Below—Hunting mysterious 
thumps with a dial gauge that 
checks the condition of the 
center bearing of a camshaft. 


jobs that you may want done. But do not expect the other fel- 
low to do the precision checking. No motor department can 
well get along without a dial gauge for checking both cylinders 
and crankshafts, or without “mikes” for checking pistons and 
shafts. 

If you are far from jobbers and car dealers and on a well- 
traveled highway, you will do well to stock a small number 
of vital engine parts for more popular cars. Do not tie up too 
much of your working capital, however. One set each of engine 
gaskets, pistons, rings, rods, valves, and springs for Ford, 
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Chevrolet, and possibly Plymouth will be plenty to carry. And 
do not carry these if car dealers with these parts are within 
an hour’s drive of your place. 

Gasket material in sheets, “gaskets” in paste form, hose 


connections, fan belts, spark plugs, and such items are universal 


in their application and, being frequently called for, are good 
items to stock, because they sell. In the general shop it is 


The cylinder reconditioner is busy, while the valve refacer 
stands by in the background. 


far smarter to own a lathe, taps, and dies, and such tools that 
can make “anything” than to try to stock everything. With 
versatile equipment, you will serve the motorists well and make 
far more money than if you carried a heavy stock of parts. 

It is a good plan to sell engine reconditioning to your cus- 
tomers long before their cars do the “one hoss shay” act. 
If your customers are “economy minded,” tell them that a 
carbon and valve job will result in their getting better engine 


102 SERVICE SHOP MANAGEMENT 


performance on low-grade fuel than they now get on premium 
grades. Or if their cars lay down a smoke screen, tell them that 
this extra oil expense would buy the piston rings they need. 
One service station has even gone so far as to offer to “hop up” 
customers’ cars. They mill a small amount of metal from block 
or head, fit new rings or pistons as needed, and grind valves. 
The result is some new car performance in the old car, and at 
a trifling price. However, this latter operation is profitable 
only in shops that have real machine equipment. 

For many shops the most profitable field is restoring the 
original performance to old engines. Unfortunately, many cus- 
tomers expect mechanics to do the impossible. But it is the 
job of the service man to see that his customers understand 
- what to expect from any service job. For example, if an engine 
is pumping oil and has become badly clogged with carbon, a 
carbon and valve job will give but short relief. In fact, the 
improved performance resulting from the valve job will merely 
increase the rate at which the engine pumps oil. And then 
the customer is likely to complain bitterly about the quality 
of the work done. 

Similarly, if piston and rings are renewed to cure piston 
slap, and noisy timing gears remain, the average customer 
will condemn the job. The point is that few motorists under- 
stand or care anything about the “insides” of an engine. Motor- 
ists want results, and at minimum cost. So it is absolutely 
necessary for the mechanic to tell each customer exactly what 
to expect in those cases where less than a complete overhaul- 
ing job is being done. 

Tuning Up Motors. Quite aside from the rebuilding of 
engines, there is a vast field in motor tune-up. By means of 
‘the modern motor analyzer, conditions within the motor can 
be detected and the remedy indicated. Such equipment shows 
a nice profit both on the labor sales and on the sale of spark 
plugs, wiring, ignition coils, breaker points, condensers, and 
carburetors or their parts. Frequently, a tune-up job, includ- 
ing synchronizing the ignition and adjusting the valves and 
carburetor, will delight a car owner to the point where he will 
send his friends around for similar service. 

Loss of performance is a funny thing. Engines go “sour” 
so slowly that the average car owner fails to realize just how 
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bad his car has become in the course of a year or two. All he 
knows is that the new cars pass him up. And he simply figures 
that his car, being a few years old, cannot do any better. But 
when a fellow who knows his engines gets on the job with a 
modern motor analyzer, things change. And when “results” 
are forthcoming, your shop is lifted above disagreeable price 
competition. The service station that excels in motor work 
gets good prices for good work. So whatever your present 
standing on motor work, complete mechanical equipment and 
skilled operators should be your goal. 


Brake Service 


Brake service is a business, not an incidental service. It 
has graduated from the blacksmith shop which was sufficient 
in the days of external bands, solid copper rivets, floating 
anchors, wing nut adjustments, and toggle bolt application. 
When thirty-five miles an hour was high speed for a pas- 
senger car and two-wheel brakes were only required to stop 
a vehicle in five hundred feet, brake service was simple. 

Present-day high speeds and quick acceleration in crowded 
traffic lanes and highways make imperative a greater con- 
sideration of safety. Legislation makes safety equipment com- 
pulsory, and perfect safety requires efficient brakes to the 
“nth” degree. Car manufacturers have provided this efficiency 
in the modern braking system, which necessarily involves com- 
plicated mechanisms and engineering principles, but the 
responsibility for maintaining the efficiency rests with car 
owners and service shops. Brakes, regardless of design or 
manufacture, are not immune to maladjustment. Strains, fric- 
tion, heat, and wear, all have their effect on the precision ad- 
justment of modern brakes, and they must be in perfect align- 
ment and adjustment to be one hundred per cent efficient. 

Today, brakes are frequently called upon to do six times 
as much work in stopping a car as the engine has performed 
in accelerating it. In other words, they must often stop the 
car in one-sixth of the time that is required to move it; and 
in order to do this, they must be in condition. 

The modern braking system requires trained mechanics 
and scientific equipment for its servicing. True, a very good 
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mechanic who understands brakes can do a quite satisfactory 
brake job without a tester, sizer, special wrenches, wheel 
pullers, etc., but the time it takes him to do it would pay for 
accurate time-saving equipment in a very short time. And 
even when he is finished, he cannot be absolutely sure that the 
brakes he has serviced will meet the safety requirements of 
the law and he hesitates to put a sticker on the car certifying 
that the brakes are O.K. To do brake work profitably, equip- 
ment is necessary. 


‘ Machining a brake drum to true it up so as to give even 
braking. 


When equipping for brake service, it is necessary to con- 
sider the possibility of handling some of the operations in 
other shops. For instance, a brake drum lathe is an excellent 
profit maker but, if capital is limited, the purchase may be 
postponed temporarily if the work can be taken to another shop 
and done at a price fair enough to cover handling and hauling 
cost plus a small margin. This does not mean that a first-class 
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brake department can be operated without complete equip- 
ment, but rather that discretion must be used in the selection 
of purchases in order to maintain a certain balance in the 
capability of the department. In other words, a 2000-dollar 
stock of brake parts, exchange shoes, and lining in a brake 
shop without a tester is out of balance. Likewise, farming out 


Truing up the outside of a brake drum 


four or six drums a day to another shop for turning is losing 
profit. If you have that much drum work, you should have a 
drum lathe. 

It is foolish to try to get along without equipment for 
doing work which the customer sees. You should have jacks, 
creepers, testers, wheel pullers, and hub cap wrenches for quick 
analysis of the brakes of a customer. If he sees you battering 
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one of his hub caps or using a sledge on his axle shafts, he is 
irritated and will likely figure that your brake department is 
not capable. What the customer does not see does not bother 
him, but the equipment and efficiency he sees while waiting to 
be advised of the condition of his brakes gives him a feeling 
of satisfaction that his car is in good hands. 

Brake Tester Important Person. There is one figure in 
the brake department who is highly important to the success 
of the service, and that is the tester. He may be the general 
shop foreman, the service manager, or the shop proprietor, but 
he must know brakes. The job of the tester is to meet the cus- 


The brake testing machine permits of fine brake adjustment. 


tomer, diagnose the trouble, sell the job, quote prices, check 
and test the finished work, and see that the customer is satis- 
fied. He must be clean, so as not to soil the car in any way; 
he must be intelligent, so as to meet the public; he must be well 
informed on the service offered by the department, so as to be 
capable of selling his lining and his service; and he must be 
pleasant. He must also be capable of supervising the work and 
perfecting the brake service organization for profit, so as to 
have the department function smoothly and everybody work- 
ing together willingly — not being driven. 

Like the electrical department and the engine service de- 
partment, the opportunities of the brake department for profit 
are not limited to the retail business. One of the definite ways to 
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insure profit is to keep the equipment and mechanics busy. If 
you have complete brake equipment, you are in position to 
offer certain of your services to other shops and garages. By 
periodical solicitation of all the smaller shops in your city or 
community, you will round up a considerable quantity of work 
which those shops are not equipped to handle or have not the 
necessary capital to tie up in stock. The brake drum lathe can 
produce considerable profit on outside work. The hydraulic 
cylinder hone and the drill reliner and riveter can be put to 
work on jobs for outside shops, fleets, etc. If you have an ade- 
quate stock of exchange shoes, this service can be offered to 
other shops; and if you have been sharp enough to secure a 
proposition from a jobber on a good brand of lining, this can 
be sold at shop discounts which offer a good profit, even though 
the shoes must be relined as a part of your service. 

In addition to the usual brake adjustments and relines, 
there are merchandising opportunities in parts. New brake 
cables, hydraulic piston cups, felt washers, hydraulic hose and 
fittings, brake rods and rod ends, wheel bearings, axle shafts, 
hub caps, etc., all offer extra profits. These things, like the 
service contracts with owners of truck fleets, taxicabs, buses, 
and salesmen’s cars, are all part and parcel of the brake service 
business, and no opportunity for profit should be overlooked by 
the manager. 

Brake service is seldom sold on price. Car owners who 
want brake service do not shop for bargains. They want de- 
pendable brake work and they are buying safety. Usually, the 
thing which prompts a car owner to drive into your brake 
department is a recent narrow escape from an accident because 
his brakes did not hold. He may have been partly conscious of 
his poor brakes for some time prior, but a narrow escape will 
produce action. It is then a precious opportunity to sell safety 
—while the memory is still fresh. The best selling equipment in 
talking safety is a thorough knowledge of ordinances, codes, 
and regulations covering the requirements of safety equip- 
ment and the penalties for violation, the legal stopping footage 
at 20, 25, and 30 miles per hour, and a fund of facts concerning 
accident fatalities, property damage, etc. 

In the promotion of your brake department, it is well to 
support your local safety council, your automobile club, and 
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your police department in the regular safety tests sponsored 
from time to time by these organizations in the furtherance of 
safety. Arrange to donate the services of one of your mechanics 
during certain periods while the tests are being made, and lend 
.every reasonable effort to assist these organizations in making 
the motorists of your community safety-conscious. Much ad- 
vertising and consequent business results. 

The same instructions and advice regarding economy in 
shop operation given to the other departments apply also to 
the brake department. Wasted material, broken parts, car 
damages, and idle mechanics all share in the consumption of 
legitimate profit. 


Wheel Alignment — Shock Absorbers — 
Front-End Service 


As speeds get higher and cars get lower, problems of front 
end shimmy and tramp become more serious. This is especially 
true on those cars that have added the enormous tires that 
carry little air. To the shop that is equipped to service wheels, 
shock absorbers, and the front end including steering gear, 
this shimmy problem means unusual profits—for few are 
equipped to render this service right. And unless this work 
can be done thoroughly and right, it is better to let it alone. 

Without being technical, shimmy and tramp can be ex- 
plained as the result of unbalanced or uncontrolled gyroscopic 
action in the front wheels. Any whirling object will resist a 
change of position and wrench itself violently when an attempt 
is made to change its direction of travel. So when a ear is 
rolling along at high speed, striking the cross streaks in the 
cement may result in shimmy unless both front wheels bounce 
the same. And difference in “bounce” may result from dif- 
ference in the front springs, shock absorbers, tire inflation, or 
tire condition. The resulting shimmy will be increased by loose- 
ness of steering gear, drag link, and spindle or king pin bush- 
ings. Misalignment of the front system may cause dangerous 
shimmy; so may unbalanced wheels, resulting from uneven 
tire wear or the installation of boots. 

In equipping to cure shimmy and tramp, remember that 
small things may cause this trouble, so ‘‘extreme accuracy” is 
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necessary in finding the trouble and correcting it. One of the 
most essential pieces of equipment is a section of absolutely 
level floor on which to check conditions. In addition to a liberal 
assortment of hand tools in a tote box, you will need a wheel | 
balancing stand, axle bending fixture, and gauges to check 
camber, caster, and toe-in. Gauges for checking wheel align- 
ment are available as massive built-in fixtures or as light and 


Right—Truing up new brake shoes 
or linings. 


Below—Checking front wheel align- 
ment with precision gauge. . 


portable tools. For the average service station, the hand type 
of camber, caster, and toe-in gauges are preferable both for 
compactness and lower cost. > 

Shock absorber service as a general rule will be limited to 
refilling hydraulic units and seeing that their connecting links 
work freely but without looseness. Only liquids approved by 
the shock absorber manufacturers should be used for refilling. 
Pump type oil cans are handy for this work. Cylinder oil or 
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substitute liquids invariably cause trouble. If refilling fails to 
produce the desired shock absorber action, exchange of the 
units is the best course. Overhauling shock absorbers requires 
experience and a stock of parts far too great to prove profitable 
in most general service stations. Equipment that will be re- 
quired frequently includes bushing pullers and reamers for 
finishing new bushings to size. This will be used most in steer- 
ing gear housings and king pins where there is lost motion. 

Fear of an accident and the desire to cut motoring costs 
are the two selling appeals that sell front-end service. To ex- 
plain to a motorist that neglect of a shimmying condition may 
cause him to lose control of his car at high speed is frequently 
sufficient to get a job. Likewise, to show a motorist how mis- 
alignment of the front wheels is grinding thousands of miles 
from the treads of his tires will make him see that correcting 
that bad condition is true economy and not merely an expense. 

Many car owners who need front-end service will not buy 
it. Some will explain that the car is hardly worth the expense. 
Then, mentioning the danger of driving a car in such condition 
frequently gets the desired result, but not always. Sometimes 
it is also necessary to point out that a motorist who drives a 
car in bad order may be held for criminal negligence if his car is 
the direct or indirect cause of a serious accident. This sug- 
gestion, made with seriousness, has been known to sell many a 
tire, front-end job, and brake reline. Use the idea. It will make 
money for you. 

In selling front-end service, be sure to sell enough to do the 
job right. Be sure in estimating the cost to include all that the 
car needs. Do not conclude that, because the king pins are 
loose, correcting that condition will cure shimmy. There may 
be unbalanced tires, sprung wheels, a broken spring, bad shock 
absorbers, loose drag link, and sloppy steering gear. In your 
anxiety to land the job, do not go so fast that any of these con- 
ditions are overlooked. 

Make sure that your customer understands that all parts 
must be tight and in balance. Perfectly good front-end over- 
haul jobs may do no good until a pair of balanced tires is put 
on. So do not get caught. Comebacks are easier to avoid than 
to get out of. And it is much better for your pocketbook and 
reputation to do the job right in the first place. 
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There will be some customers who will insist on getting 
the last mile from their old casings, and no amount of explana- 
tion will change that desire. In such cases, the only thing to 
do is to write on the repair order that the front-end overhaul 
job is guaranteed only in connection with the use of balanced 
tires. Even with new tires, if they are of the super-balloon 
variety, shimmy and hard steering may persist. To offset this, 
it is generally necessary to increase the air pressure in the 
tires. Make this change a few pounds at a time, checking the 
car on the road to see at what point the shimmy or hard steer- 
ing is relieved. Then explain to your customer that he will 
have to choose between the softest possible ride and easier 
control. He cannot have both. 


Wheel Repair Service 


The repairing of wire wheels has become one of the most 
important automobile service operations, and one of the most 
profitable to stations properly equipped to handle efficiently 
that type of service. Previous to the general use of wire wheels 
as standard equipment, wheel service was not of so much im- 
portance. Wood and disc wheels produced a comparatively 
small amount of service work, and the servicing of such wheels 
could usually be handled in a fairly satisfactory manner with 
equipment intended for some other purpose in the service shop. 
In many cases, means had been worked out to true and 
straighten wood and disc wheels on axle presses or on some 
other form of hydraulic or arbor press already in use. 

The large use of drop center rim wire wheels during the 
past three or four years, and especially those with the rivet 
type spoke, has resulted in many new service problems that 
cannot be handled without equipment designed especially for 
that purpose. 

Wheel service can be profitably added in almost any type 
of service station, and is really necessary in service stations 
handling wheel alignment, frame and axle straightening, and 
spring, body, and brake repairs, if the majority of service 
jobs reaching such service stations are to be completely serv- 
iced. Wheel service is closely allied to brake service and can 
be profitably added in service shops handling brake service. 
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In almost all cases of front-end service, at least one of the 
wheels should be trued even though the wheel is not seriously 
damaged. Due to the construction of drop center rim wire 
wheels, they are very often at least slightly dished by contact 
with the curb or other objects. This may not be noticed at the 
time, but if not corrected it will soon result in unnecessary wear 
on the tires and hard steering. 

In the case of practically every wreck or accident of any 
consequence, there is the possibility of damage to from one to 
six wheels, depending on the number of spares carried. This 
gives some idea of the opportunities for wheel service, as. 
there is, of course, only one front axle subject to damage as 
compared with the number of wheels involved. Also, wire wheels 
are much more subject to minor damage, making it advisable 
for them to be at least trued. 

It has been found that, when it becomes known that a 
shop is properly equipped to furnish complete wheel service, a 
surprising amount of wheel service business results, and that 
this service brings with it to the shop many other service jobs 
that would not have reached the shop had wheel service not 
been provided. 

In every community, there should be one or more service 
stations especially equipped for complete wheel service; such 
places can handle that type of service for car dealer service 
stations and the other shops which are not in a position to 
handle wheel service. 

Wheel Service Problems. Due to the design of the drop 
center wire wheel, the rim flanges are usually bent and the rim 
itself often distorted, even in minor cases of damage. Such 
wheels can be very easily and profitably repaired, but they 
require careful handling with proper equipment. When repair- 
ing drop center rims, it is essential that the rim flanges be 
properly rolled back to their proper position, using special rim 
forms and equipment and tools designed for that purpose. The 
use of heat in such cases should be avoided, if possible, to 
prevent permanent damage to the wheel. 

When truing drop center rims, it is very important that 
the base of the rim runs perfectly true with the hub. The 
truing of wheels of this kind, without proper equipment, often 
results in the outer edge of the rim flange being made to run 
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true with the hub, although the base of the rim channel may 
still be left out of true. When truing and straightening drop 
center rims, equipment should be used that provides for the 
rim being securely held at certain positions, so that when 
power is applied to the bent section to return it to proper 
shape only the damaged section of the rim is affected by the 
operation. This prevents the rim being distorted or spokes 
loosened at other points. In such cases, the rim should be 
held by the base and power for bending applied to the base of 
the rim rather than to the rim flange edges. 


Front wheel camber must be carefully checked. 


Special care must be given to the repairing or replacing of 
spokes. Welded spokes usually stretch to considerable length, 
and, in many cases, this prevents broken spokes. Such 
stretched spokes can usually be returned to their proper 
length and tension by shrinking. This operation should be 
handled with special tools. If a spoke is stretched beyond 
the point where it can be shrunk to proper length, or if the 
spoke is broken, a replacement spoke can be welded into posi- 
tion. In other cases, a section of the spoke can be cut out and 
the ends welded together. When proper tools are used, it is 
almost impossible to detect a spoke that has been so repaired. 
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Rivet type spokes must be handled with even greater 
care, as in no case should that spoke be welded or upset at 
the hub wheel end in such a manner that it will overcome the 
floating principle of the spoke. In the majority of cases of 
damaged rivet type spokes, it is more practical to replace 
them with new spokes, using a specially designed spoke rivet- 
ing fixture for that purpose. 

It is possible to tighten some loose rivet type spokes by 
using a special tool designed for that purpose, and, in some 
cases, it might be possible to shrink stretched spokes of that 
type. Due to the low price of replacement spokes, it is more 
advisable to replace with new spokes any rivet type spokes 
that are very seriously damaged. This, of course, requires 
the proper fixture for riveting replacement spokes at the rim 
end. The more efficient type of equipment and tools provided 
for the proper repairing of wire wheels also includes provi- 
sion for the servicing of wood and disc wheels. 


Frames — Springs — Chassis 


The frame, springs, and running gear probably take 
more abuse and get less attention than any other part of the 
car. Spring clips may loosen, axles get sprung, bumper 
brackets break, and still some motorists do nothing about it. 
It takes a smashup that bends the frame to bring them in. 
But frame, spring, and chassis service can be sold. When a 
car is on the lift being lubricated, the condition of the chassis 
can be readily seen. The most popular service is a thorough 
tightening of all nuts, bolts, cap screws, screws, and exterior 
fittings on the car. Such an operation requires no special 
equipment other than a good set of open-end wrenches, 
sockets, and box wrenches. The job is generally sold in con- 
nection with a complete lubrication. Chassis work, such 
as replacing springs, straightening frames, and repairing 
brackets, needs special equipment. 

If you are planning to go into the rebuilding of wrecks, 
you will be interested in having one of the large frame straight- 
eners that straightens frames cold without removing the body. 
For the general run of work, a welding and cutting torch will 
prove valuable. While it should never be used to bend axles 
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or other heat-treated parts, it is indispensable for use on run- 
ning board brackets and frozen bolts, and for heating rivets 
in place preparatory to reriveting them. As practically all 
frame, spring, and chassis work requires the hoisting of the 
car, an overhead crane is handy and a number of horses and 
garage jacks are equally important. 


Left—The indispensable welding equipment 
helps make an obsolete type of bumper as 
good as new. 

Below—After straightening a rear axle 


shaft in an arbor press, use lathe and dial 
gauge to check its trueness. 


Contrary to the belief of many service men, the work 
performed on the running gear of a car is quite as impor- 
tant as that done elsewhere. Accuracy in straightening parts, 
care in lining up various members, and precision with which 
various members are fitted will determine whether the job 
will satisfy or not. For that reason, steel tapes, carpenter’s 
steel squares, and aligning gauges are important pieces of 
equipment. In addition to the screw type or hydraulic frame 
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straighteners, a large arbor press will be found useful for 
straightening many bent parts. .And for checking the con- 
dition of axle shafts, the old reliable shop lathe proves its 
worth again. 

When you are equipped to handle frame straightening, 
let this fact be known among the garages near you. You will 
find that few of them are prepared for this kind of work and 
they will be only too glad to send you such jobs. Naturally, 
you will also get the frame straightening in connection with 
wreck jobs that you pick up. 

Aside from this source of business, you can pick up a 
surprising revenue from contacts made at the gasoline pump. 
More people drive used cars than drive new ones. And the 
owner of a used ear has no way of knowing whether or not his 
car figured in a wreck when in the hands of its former owner. 
The result is that his frame or axles may be sprung so slightly 
that he is not aware of it. Yet this misalignment is scuffing 
the tread from his tires and making his car much more sub- 
ject to skidding. So if you will just ask your gas and oil 
customers whether they think they are getting satisfactory 
mileage from their tires, you are bound to find some who are 
dissatisfied. They are possible prospects for frame and run- 
ning gear service. 

It is well to offer a complete running gear eee @ free. 
Of course, if all is O.K., you are “out” the time, but the good- 
will of the customer will offset this. However, it rarely hap- 
pens that there is not sufficient steering gear and spindle re- 
bushing work to more than make up for the time required 
to check the alignment of the entire running gear. If possible, 
get the customer to stay with you while you are checking. 
Then there will be no doubt in his mind as to the conditions 
found; and actually seeing what is required, he can hardly 
refuse to have it done. You are practically assured of selling 
the needed work. 

Besides selling “economy” by reducing tire wear through 
better alignment, you can also sell “comfort.” Spring service 
is the answer. While it is true that the regular use of pene- 
trating or spring oils will do much to keep springs in smooth 
condition, the old idea of tearing down springs, polishing them, 
and graphiting them is still popular with many motorists. And 
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merely announcing this service on a sign will bring in a job 
now and then. 

Closely connected with this service is ithe sale of spring 
covers. Having cleaned all mud and rust from the springs, 
it is only logical to keep them in good condition. There are 
on the market a variety of spring covers—some cheap, others 
rather expensive. But each is worth while to the customer 
for the continuous comfort it brings, and to you for the extra 
profit it earns. 

In connection with chassis work, get as much “time” for 
each job as possible for chassis work takes quite a bit of time. 
So to make it possible to take in the various little “‘short” jobs 
that come along, try to get a “long’’ promise on the chassis 
jobs. Then you can leave them and come back to them with- 
out getting in a jam with your customers on the promise. 

This is a good practice to follow in all service work. By 
stretching the time allowances to the limit, the shop can be 
kept more uniformly busy, all jobs handled as they come, and 
hence more money made. 


Washing and Polishing 


There are very few car owners who have either the time 
or the inclination to wash and polish their own cars. The car 
washing and polishing department: has been overlooked by 
most service shops which could reasonably arrange to offer 
this service to their customers. This department is not profit- 
able where space is at a premium or where high-priced me- 
chanics do the work. It requires only sufficient space, a little 
equipment, and an all-round handy man who can be employed 
otherwise when there is no washing or polishing to be done. 

The car washing service is one which lends itself to many 
conditions. Where cars are parked for a day, an evening, or 
a night, the station should by all means offer this service. The 
parking attendant is usually a low-rate man, and he can do 
washing profitably or he can arrange with another man to do 
the work on shares. Many shops have the space and equip- 
ment and rent it to an individual on a percentage basis. 

Car washing itself is not a difficult job and requires no 
particular training other than that which a normal person 
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will pick up on a few jobs. In washing, it is necessary to use 
different sponges and also different chamois on upper bodies, 
fenders, and running gear. Drying by wiping rather than 
by evaporation is to be preferred. Polishing and waxing 
can often be sold with washing jobs. The process is cleaning 
the film off the old lacquer and depositing a polishing 
wax over this clean surface. With these jobs selling from 
five to ten dollars, the profit is better than reasonable. When 
contemplating services to add, look into car washing and 
polishing. ; 

The service must be merchandised. The regular price for 
washing a sedan is usually $1.25 or $1.50. Specials can be 
offered on these at 95 cents, say, on Friday only or on any 
day which is most convenient for the shop. Flat prices can 
be offered to regular weekly wash customers, or the service 
can be offered in combination with some other service. Car 
washing can be advertised in any number of ways. 

In spite of the educational advertising and promotional 
activities of the manufacturers of polishes, there are still 
many car owners who do not understand the principle of 
polishing. Once understood, it is easily sold when needed. Ex- 
plaining to the customer that cleaning the lacquer surface, 
which has oxidized, and then covering the cleaned surface 
with a coating of transparent wax offers protection for the 
car finish will usually sell the job. Cars which are regularly 
polished and waxed retain their bright and deep color much 
longer than those which are allowed to suffer the effects of 
rain and air without such protection. 


The General Shop 


Good equipment has two big advantages: it attracts busi- 
ness, and it handles the business it attracts. Just what equip- 
ment you will need depends to some extent on your location. 
But wherever you are, and whatever services may be offered 
by others, your shop will only be as profitable as it is complete. 
This is evident. If you sell a number of services to a motorist 
and then have to “farm out” some of them, you are working 
for the other fellow. But if you are equipped to handle all kinds 
of work, you are on the direct road to profit and permanence. 
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Water-pressure washing removes grease and caked dirt. 


“Elbow grease” asures a high polish. 
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There are two reasons why business goes to the com- 
pletely equipped shop. One is that motorists do not like to 
shop around from place to place to get what they need. So 
if you offer complete service, your chance of attracting and 
holding the trade of local car owners is excellent. The other 
reason why complete service is vital to profits is the transient. 
motorist who may need a fender straightened, brakes adjusted, 
oil changed, or any of the services that may be required to 
keep his car rolling. Naturally, the more services you offer, 
the greater is your chance of attracting trade. The new cus- 
tomer will come to you for what he needs most. Then if you 
are equipped to render other services, your profits will be 


A well appointed small-town service shop in which drill press, 
floor grinder, and lathe see daily duty. 


multiplied by the number you can sell him. It is noticeable 
that it is the completely equipped shops that are making the 
money today. 

Good Equipment Pays for Itself. In shop equipment, 
the best invariably proves to be the cheapest in the long run. 
“Bargains” frequently cost more for upkeep than was paid 
for them in the first place. Where funds are limited, it is gen- 
erally cheaper and more satisfactory to buy the best equip- 
ment on time payments than to pay full cash for inferior 
equipment. The man who has had a socket “do the splits” 
in front of a customer, or who has failed to keep a promise 
because some “bargain” reamers would not cut true to size, 


SERVICE DEPARTMENTS 121 


knows that the savings in first cost are lost many times over, 
in the extra time consumed and in the lost confidence of the 
customer, when cheap tools or equipment are used. Expe- 
rienced shop men, therefore, give price second consideration 
and put all their attention on the quality of the tools, eri 
ment, or parts they are buying. 

Large industries lay aside a certain amount of all es 
money they make to be used for replacing old equipment and 


Oxy-acetalyne welding equipment soon pays Honing out a cylinder is a delicate 
for itself. job. 


adding new. Service stations, too, would do well to reinvest a 
certain amount of their profits in new tools. In buying tools 
or equipment, it is well to look ahead. Such items should not 
be thought of as current expenses. Good tools and equipment 
last for a great many years, so the cost per day is insignificant. 

No intelligent worker will do by hand what a power tool 
can do for him. Muscle cannot compete with machinery. That 
is why an assortment of electric drills, power buffers, grinders, 
wire brushes, and similar pieces of equipment is found in the 
better shops. And in almost every shop is found a lathe, gen- 
erally of pretty fair size, for the lathe is the most versatile 
of all pieces of equipment. With a lathe, keyways may be 
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cut, holes drilled, shafts checked, bushings and parts made, 
and many other operations performed. Without a lathe any 
shop is at a serious disadvantage. 

Tow Truck a Good Advertisement. Another piece of 
equipment of major importance to any service station is the 
tow truck. This truck is a rolling advertisement for the shop, 
so it is time and money well spent to see that this truck looks 
and performs well. Operating in connection with the tow 
truck, some service men in the moderate size cities find that 
a police radio in the garage will give them a tip on many a 
sizable towing or repair job. However, it is well to talk in 
an informal way with the local chief of police before making 
use of a police radio to check crashes. There is no law against 
having such a radio in the shop, but the set must not be in 
a car. It is also good policy to keep on friendly terms with 
the police, or there may be opposition to your responding to 
smashup announcements. | 

First impressions are important in all things. And in the 
case of your tow truck, the impression it makes on the motor- 
ist may determine whether you get the complete service job 
or merely the job of towing the car in. Probably an old flivver 
and a rope would bring in half of your tow jobs; but it is the 
other half—the tough ones—that you must be prepared to 
handle if you would get the maximum profit and prestige 
from your equipment. 

Here are just a few words of warning on handling tow 
jobs. Go easy with them, even if they are smashed up. Do 
not let your chain break the other headlight even if one is 
“shot.” Do not slide the tires of the car just because the 
wheels will not turn. And in turning a car over, use all pos- 
sible care not to do additional harm to the body or fenders. 
A motorist who has just had a smashup is exceedingly criti- 
cal and will never forget any extra damage, no matter how 
slight, that may be done by the towing crew. 

In equipping a general shop, be patient. Proceed as fast 
as possible to add equipment that will build business, but never 
lose sight of the fact that your business is permanent. No 
longer can it be considered to be even seasonal. In all prob- 
ability, cars will always have batteries, will run on tires, and 
will have steel parts and fabric parts. So it is apparent that 
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battery and tire service, welding, and similar work will be 
as necessary fifty years from now as today. So look to the 
future and build firmly with good equipment. 

It takes time to build a reputation. But if you will make 
a note of everything that you are asked for but cannot supply, 
and then plan to stock that item or prepare to render that 
service, the time will come when all car owners for miles 
around will think of you when anything is needed for their 
cars and trucks, 
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Attractive and practical layout for small service shop 


AUTOMOBILE 
SERVICE SHOP MANAGEMENT 


Section III 


SHOP LAYOUTS AND BUILDINGS 


It is a recognized principle in selling that. people buy ten 
times as much of what they see as of what is out of sight. 
Modern merchandising shows this in the cafeteria, the ten 
cent store, window displays, etc. Buying automobile service 
is no exception. If your shop is open to the view of the cus- 
tomer, with the equipment, tool boards, parts, and accessories 
in plain sight, the chances are ten to one that your customer 
will become interested in some item or service in addition to 
that for which he came. Do not hide tools and equipment be- 
hind partitions. These things help you sell, so let them do 
their work. . | 

First of all, the shop should be laid out with easy access 
in mind. Cars should be able to enter and leave without hav- 
ing to move or disturb any of the cars being serviced in any 
of the departments... Naturally, the size of the lot or building . 
affects this matter, but the requirement should be kept in 
mind and met to the greatest possible extent. 

Tf possible, a service court should be provided. In sum- 
mer weather, this court relieves the shop of much congestion 
and allows waiting cars to stand without having to be moved 
or bumped. And even in cold weather, the customer can be 
contacted outside until his requirements are learned. Also, 
the service court allows customers to drive in off the street 
where they would obstruct vehicle and pedestrian traffic while 
waiting to get into the shop. 

The gas pumps should be accessible so that the gas and 
oil customers need not maneuver around to get to them and 
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out again. The office should be in front, so as to minimize 
traffic through the shop. The show windows, and there should 
be as many as possible, should be in or next to the office. The 
inside layout of the shop should allow each department to 
function without interfering with the others. All wall space 
should be utilized for major service work so that cars can be 
headed into the work benches along the walls where there is 
plenty of light. If possible, overhead light should be provided 
by skylights, allowing a maximum of daylight most of the. 
day. 

Finished cars should be able to back out and leave the 
building without moving any of those being serviced in the 
other departments. In this respect, the double door, or through 
traffic building, is most important. If a customer can drive 
in one door and out another without backing and twisting, he 
prefers that shop; and easy access also makes it easier for 
the service departments. If at all possible, through traffic 
should be arranged in the service shop. This leaves the center 
of the shop open for customers to stop and make their wants 
known and for quick service items, such as lamp bulbs, fan 
belts, or any minor adjustments which can be accomplished 
in a few minutes. 

The major equipment, such as cylinder reconditioners, 
brake testers, analyzers, etc., should be strategically placed 
so that waiting customers can watch the work and realize 
the extent of your investment and skill. — 

Heating and ventilating are important in the service shop 
for the comfort of both mechanics and waiting customers. 
Automatic doors should be placed so that they do not allow 
the full blast of winter winds to sweep into the shop, or should 
be provided with wind breakers of some sort. Heat should 
be well directed; the overhead forced heat type of system is 
used in many modern garages. 

Painting the inside of the shop plays no small part in 
customer impression as well as in the efficiency of the me- 
chanics. One of the best finishes for this work is aluminum 
paint. The latest service shops being built are finished on the 
interior with aluminum paint. This is light enough to pro- 
vide good reflection and dark enough to prevent every spot 
from disfiguring the place. 
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Layout for shop with separate entrance and exit, showing depart- 
ments arranged with an eye to increased sales as well as good service. 
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HOW COMPLETE IS YOUR SHOP? 


Lists of the equipment for twelve of the biggest paying 
departments in a modern service garage are given herewith. 
You can use them to take count of what you now have. And 
from this same check, you will have a guide that will point 
out tools and equipment that will add to your volume and 
profits. Do not be dismayed by the number of tools listed, 
for there is some duplication under different headings. 

Note also that some tools and equipment are checked 
under several departments. In the case of the air compressor, 
it is obvious that one compressor will serve all departments 
unless a lot of painting is being done. But in the case of such 
items as fire extinguishers, floor brooms, etc., you might get 
along with one or might need several. The size and layout of 
your shop will determine this. 
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Check what Check what 

pied ied Tools and Equipment Bette Tools and Equipment 
this column this column 

iieetue Air Chucks 0. 2.2 Serew Drivers 
eG wey Air Compressors ~~ |i........ Spring Leaf Spreaders 
ere Li Air Hose, Reels, Gauges ||........| Towers, Air 

ye oe ea Barrel Emptier ........| Transmission & Differen- 
oe Oey tae Battery Fillers tial Lubricating Outfit 
aw Cans, Gasoline and Oil ........| Work Benches, Fixed 
Berea Sic Cans, Radiator ........{| Wrenches, Adjustable 
Bee ee Cans, Waste ........| Wrenches, Box 
Seats ata Card Holders, Repair ....+...-}| Wrenches, Drain Plug 
NP a ae Chain Tools, Tire ......+.+| Wrenches, Hub Cap 
DERE Ae ee Chamois .......-| Wrenches, Monkey 
ee: Cords, Extension ........| Wrenches, Pipe 
A eat Covers, Fender ........| Wrenches, Socket 


een Covers, Seat 

Pica ae Crankcase Flusher 

ro AE a Dolly Jacks 

Pe ot, Drip Pans 

pean Drop Lights 

Vorcle a maha Fire Extinguishers 

Ac Stee ease Floor Brooms 

Pale Cae Floor Scrapers | 
re ee Funnels 

ibe ee Garage Jacks 

eee es Gasoline Pumps 

Meck een Grease Guns 

ae eA Guns, Spring Spray 
Sg ges Hand Oil & Grease Guns 
Stay ely wet Heaters, Garage 

es ieghors Hydrometers, Battery 
el ee Hydrometers, Radiator 
Sy ee oS Jacks 

a Serie yee Kits, Metal Tool 

es eas Lamps, Floor Service 
Ta ae Lifts, Car 

cae Se Spee Lubricator, Pressure 
seamen Metal Cabinets 

a ee Oil Measures 

<j eee Oilers, Spring 

5 asa eae Penetrating Oil Gun 
tse See Pliers, Assorted 

2s eee Portable Work Benches 
Pets 5.3 Pry Bars 

Sone peas Quart Jars (oil) 

Be ks Radiator Filling Cans 
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Check what Check what 
Mite dae Tools and Equipment , tataey dh Tools and Equipment 
this column this column 
siyuiegee oo Air Chucks ........] Electric Soldering Iron 
ae peas Air Compressors ........| Electric Test Lights 
ers ge Air Hose, Reels, Gauges ||........| Electric Test Stands 
Cie bes Ammeters ......,.| Emery Wheels 
ty eae Arbor Presses ........| Engine Testers 
(ice ee Battery Carriers ........| Ezy-Outs 
hig nee Battery Fillers ey se re 
Battery Terminal Pullers ||........ Fire Extinguishers 
ees. Battery Testers ........-}| Floor Brooms 
eee Bearing Pullers ........{ Floor Scrapers 
eae: Bearing Reamers ........| Gas Stoves 
ery Bench, Electric Test ........| Gauges, Screw Pitch 
Peta Bench Grinders ........| Gauges, Feeler 
oa Pee Bench Vises ........{| Generator Vises 
Pee ae Blades, Hack Saw ........| Grinding Wheels 
oS eee a Bolt Cutters abs 2 iby IT OWIOEs 
ies Oe eee Breaker Point Files severe} Hack Saws 
Se ee eee Breaker Point Synchro- ........| Hammers, Machinists’ 
Meer F OOM SO, HSE Hammers, Soft Face 
Sere ee: Brushes, File Cleaning .......-| Headlight Testers 
Bas Brushes, Paint ........| Heaters, Garage 
Se ay Buffer, Power ........| Hydrometers, Battery 
ey |, Se, gE ene ener | aR Ignition Testers 
eee Card Holders, Repair renmneraee Was £4 e070) elad Koyo) (-) 
ees Center Punches ........] Instruments, Electrical 
Pe aes Chargers, Magnet | ........| Kits, Metal Tool 
are) Chisels, Cold Tose, Oo daa eaters 
a eee Cleaning Tank ........| Lamps, Floor Service 
renee Coil Tester ........| Magnet Recharger 
ek Hee Compression Tester (|/........ Metal Cabinets 
WER Seen & Condenser Tester ........| Metal Shears 
gia bates Cords, Extension ........| Mica Undercutters 
Arr ek Ma es ee ee ee Nippers 
se gael Covers, Seat a) epee maarng Tool 
PS ca apa Creepers ........| Pliers, Assorted 
preci Cutters, Wire ........| Portable Work Benches 
ee oy S Dies & Taps . |i........| Pullers, Cotter Key 
ey eras Dressers, Emery Wheel ........| Pullers, Gear 
ae Drifts wp See REND ee are 
Sees, Drill Presses Soe odes a be eweeIMers 
kes ee Drill Sets ........| Remagnetizers 
axe ee Drill Stands .....+..{ Serew Drivers 
ee Drop Lights cs ie ean Bneers 


saa: es Electric Drills ........| Spark Plug Cleaner 
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Check what Check what 
have in Tools and Equipment ‘vase ue Tools and Equipment 
this column this column 


Face Nese eo Spark Plug Gauge 

Bes ahi Spark Plug Tester 

1 ace Stones, Point Dressing 

Rees ise Tappet Wrenches 

hem ie Thickness Gauge 

pate Beles Thread Chasers 

Mee igen Valve Testers (Vacuum) 

Ps ghee Wire Gauges 

ie earns Wire Terminal Tools 

‘Gare Work Benches, Fixed 

ita ae Wrenches, Adjustable 

5 Sau ea Wrenches, Box 

toe Wrenches, Monkey 

Be eS Wrenches, Pipe 

ge ee A Wrenches, Socket 

cea rs Wrenches, Spark Plug 

fase ie pee Wrenches, Tappet 
Adjusting 
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Check what 


Check what 
nega Tools and Equipment italy ed Tools and Equipment 

this column this column 

RP Air Compressors ........| Hammers, Machinists’ 
(ewer Air Hose, Reels, Gauges ||........| Heaters, Garage 

Since ES Aprons, Rubber .......-| Hydrometers, Battery 
Rhy coho Battery Carriers at. fa at) J8CKS 

ees 2 Battery Charge Clips .......-.| Kits, Metal Tool 

oy ieee Battery Chargers ........| Lamps, Floor Service 
RA Battery Discharge Sets ass otters 

Mwy tS Battery Fillers .......+| Penetrating Oil Gun 
RAD Battery Post Cutters  ||........ Pliers, Assorted 
ere, Battery Terminal Pullers ||........| Portable Work Benches 
Whe 2 Battery Testers ........| Presses, Battery Plate 
Bw ee Bench Grinders ........| Pullers, Separator 

sake ee Bench Vises. ...ee+++] Putty Knives 

2 eS ee Blades, Hack Saw etic cay Peo pals 

Se Blow Torches ......+.| Serew Drivers 

ane Faye Bolt Cutters ........| Steamers, Battery Opening 
es Jy, POWEE 8 Wis bee Work Benches, Fixed 
Ses Cans, Waste ........+| Wrenches, Adjustable 
Pepa cw eM Card Holders, Repair .......-{| Wrenches, Box 

See aos Center Punches ........{| Wrenches, Monkey 

a ee Chisels, Cold .......++{| Wrenches, Pipe 
pare i Cords, Extension ........{ Wrenches, Socket 

SS ele Covers, Seat 

eee Creepers 


Co ae Cutter, Wire 

gare ee Dressers, Emery Wheel 
CLs Drifts 

see Drill Presses 

eel ea ae Drill Sets 

eee ee Drill Stands 

AW Drop Lights 

iaeas: Electric Drills 

Ee ae Emery Wheels 
ee Exhaust Fan 

pe: Fans, Ventilating 
Ste ray Files : 
eee Fire Extinguishers 
ERS Floor Brooms 

Pie ys Floor Scrapers 
ee Gas & Air Torch 

Ra hr aaa Gas Stoves 

Bele Sy Gloves, Rubber 

"che eae Grinding Wheels 

5 eines Hack Saws 
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Check what Check what 
yee is Tools and Equipment ee ets Tools and Equipment 


this column this column 


a Re ee SPOOR os Ba ee Rim Wrenches 
fe te Air Chucks ........| Serew Drivers 

Bae ee Aw Compnressore <2 ee Shears 
ee dl passin Air Hose, Reels, Gauges ||........ ‘Sledge Hammers 
eee Balancer, Wheel ........| Tire Vuleanizing 
Po ier cee aula Bench Vises Equipment 
eee PE ..| Blades, Hack Saw -|l........| Tube Testing Equipment 
gy eo Buffer, Power ........} Tube Vulcanizers 
tee ie F Cans, Waste ........{| Wheel Balancers 
KDge Ee of Car Horses ........| Work Benches 
eget See Card Holders, Repair ........}| Wrenches, Adjustable 
Soh he ae: Casing Spreading Machines||........| Wrenches, Monkey 
it eee Changers, Tire ........| Wrenches, Pipe 
Pay Chisels, Cold ........}| Wrenches, Socket 


eso Cords, Extension 

fs eA Covers, Seat 

Bg eS ea Curb Jacks 

eb Sate as Dolly Jacks 

oe ieee Drifts : 

rey See Drop Lights 

Re saree. Drop-center Tire Tools 
EER ae) Files 

Pay oh ge Fire Extinguishers 
pr gene Floor Brooms 

are siee ie eae Floor Scrapers 

Hees fate Garage Jacks 

Se ee Hack Saws 

tar on se: Hammers, Machinists’ 
EF Heaters, Garage 

Fey ade Hub Cap Wrenches 
re Jacks 

Ne Es 7 Kits, Metal Tool 
Repeats AS Lamps, Floor Service’ 
ene Mallets 

Je SORE Metal Cabinets 

uetaeay BAe Metal Tire Racks 

: are Nippers 

ch Oe Patchers, Tube 

Bap ee Penetrating Oil Gun 

: es Pliers, Assorted 

e's ene Pry Bars 

Rn Regroovers, Tire 

Ra os Rim Anvil 

peewee ae Rim Tools 
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Check what 
you now 
have in 

this column 


Tools and Equipment 


Air Chucks 
Air Compressors 


Air Regulator & Filter 
Bench Grinders 
Bench Vises 

Bending Irons 
Blades, Hack Saw 
Blow Torches 

Body Bumping Tools 
Body Jacks 

Bolt Cutters 

Brace & Wood Bits 
Brushes, File-Cleaning 
Brushes, Paint 
Buffer, Power 

C Clamps 

Cans, Waste 

Car Horses 

Card Holders, Repair 
Center Punches 
Chain Hoists 

Chisels, Cold 

Cords, Extension 
Covers, Fender 
Covers, Seat 
Creepers 

Cutters, Glass 
Cutters, Sheet Metal 
Cutters, Wire 

Dies & Taps 
Dividers & Calipers 
Dressers, Emery Wheel 
Drifts 

Drill Presses 

Drill Sets 

Drill Stands 

Drop Lights 

Electric Drills 
Electric Polishers 
Emery Wheels 
Exhaust Fan 
Kzy-Outs 

Fans, Ventilating 
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Air Hose, Reels, Gauges 


you now 


have in Tools and Equipment 


Fender Jacks 

Files 

Fire Extinguishers 
Floor Brooms 

Floor Scrapers 

Gas & Air Torch 
Gas Stoves 

Gas Tanks (Welding) 
Gauges, Screw Pitch 
Glass Cutters 

Glass Edgers 

Glass Removers 
Grinding Wheels 
Hack Saws | 
Hammers, Machinists’ 
Hammers, Soft Face 
Heaters, Garage 
Hole Saws 

Hub Cap Wrenches 
Irons, Bending 
Jacks 

Key Machines 

Kits, Metal Tool 
Knock-Off Pullers 
Lacquer Sprayers 
Lamps, Floor Service 
Lifts, Car 

Mallet 

Measure, Steel Tape 
Metal Cabinets 
Metal Shears 
Nippers 

Paint Stripers 

Pliers, Assorted 
Portable Work Benches 
Pullers, Cotter Key 
Putty Knives 

Pry Bars 

Rubbing Machines 
Screw Drivers 
Sewing Machines 
Shears 

Spray Booths 
Squares, Carpenters’ 
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(Continued) 
Check what Check what 
py 4g Tools and Equipment ook aig Tools and Equipment 
this column this column 


MS ee 8 Trimmers’ Kits 

Sead es Wheel Stands 

Pe Wheel Straightener 

Ea Wood Saws 

See Work Benches, Fixed 

_.......| Wrenches, Adjustable 

eres se Wrenches, Box 

ene pe Wrenches, Hub Cap 

neo Sey Wrenches, Monkey 

Meroe tip Wrenches, Pipe 

See ae Wrenches, Socket | 
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guctes te Tools and Equipment lf Tools and Equipment 
this column 


this column 

Dial Gauges 

Dies & Taps 

Dividers & Calipers 

Dressers, Emery Wheel 

Drifts 

Drill Presses 

Drill Sets 

Drill Stands 

Drip Pans 

Drop Lights 

Electric Drills 

Emery Wheels 

Engine Bearing Testers 
Engine Stands 

Engine Testers 
Ezy-Outs 

Files 

Fire Extinguishers 
Floor Brooms 
Floor Scrapers 
Gas & Air Torch 
Gasket Cutters 
Gauges, Screw Pitch 
Gauges, Surface 
Gauges, Feeler 
Grinding Wheels 
Guide Cleaners, Valve 
Hack Saws ; 
Hammers, Machinists’ 
‘Hammers, Soft Face 
Heaters, Garage 
Ignition Testers 
Ignition Tools 


ls iy 2 Ci ie Rehei cs | 0 ier 
mar eompressors «a 
Air Hose, Reels, Gauges ||........ 
Air Nozzles, Cleaning /||........ 
Aligners, Connecting Rod||........ 
meee erences RSS 
Seeetine Jigs. = es ee, 
Meroe Fuliers is 
Bearing Reamers ._—s_|j......4.. 
peering Scrapers... .<-- Bae 
mench Grinders ©... 2. fee 
Re NV IROR. oe ee ee ee 
Biades, Hack Saw «.—s—sii. ss. e 
Blow Torches eS Toto 
Breaker Point Files $||........ 
Breaker Point Synchro- ||........ 
ee TOO ee: 
Brushes, Carbon Cleaning||........ 
Brushes, File Cleaning ||........ 
SerUunnwe, Fane: He oe 
eee, OWE te ae See | 
Calipers, Inside & Out Pope Seen 
Rea, Pe ee 
arvon Serapers «4 ee ee eS 
Card Holders, Repair /|!........ 
Center Punches... fh... i ws 
ESS ROE regen a cea | aes 
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CaGneIme LEN 28 S  pac 
Compression Tester  ||........ 
Condenser Tester ||........ 


Cords; Pawns. eee 
Covers, Pender = Oe ie: Inside Micrometers 


WOVeIN; wane a Jigs, Rebabbitting — 


Crank Pin Reconditioners||........ Jigs, Rod Aligning 
Siig 2 RGR RA dea ey came: | Ba tina yy Kits, Metal Tool 


RaeeTe Wile 2 Se eae Lamps, Floor Service 
Cylinder Gauges ss fi oe Lathes, General Shop 


Cylinder Head Lifting ||........ Lifters, Valve 
Eee tae eae (a Oe Machines, Cylinder 


Cylinder Hones & Grinders||........ Machines, Valve Facing 
—Cylinder Boring Bars|)........ Main Bearing Recondi- 


Cylinder Ridge Removers tioning Equipment 
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ENGINE DEPARTMENT — (Continued) 137. 


Check what 


Check what 
= tenia fa. Tools and Equipment ey Tools and Equipment 
this column this column 


eas Mallets | ........| Wire Terminal Tools 
os eae Nippers ........{| Work Benches, Fixed 
Re ging bee Oil Measures ........| Wrenches, Adjustable 


Pipe Flaring Tool 


se erases” Wrenches, Box 
san ere Piston Pin Hole 


See Wrenches, Drain Plug 


Reconamioner = 2 i. ki ss. Wrenches, Monkey 
hae See Piston Regroovers ........}| Wrenches, Pipe 
Ree re Piston Ring Compressors ||}........| Wrenches, Socket 


AE aga Piston Ring Groove ........{ Wrenches, Spark Plug 


Caner ee ee Wrenches, Tappet Ad- 
Jee eee Piston Ring Remover justing 


eee Piston Vises 
AS te dee Piston Turners or 
Grinders 
pet ee Pliers, Assorted 
ei shag Portable Work Benches 
egy gs Pullers, Cotter Key 
Ee ee Pullers, Gear 
Wee fee 
Rie RS Radiator Flushing Valves 
Ne saycges Reamers 
Mier aes Reboring Machines 
bo Pe a Saws, Bushing 
Ce Fee ved Screw Drivers 
eee Uae Spark Plug Cleaner 
pay ...| Spark Plug Gauge 
reuse tea Spark Plug Tester 
Reker Ck Spring Scales ; 
Mie agai Squares, Machinists’ 
ph STE See Steel Chains 
Ae teehee Je. Steel Rules 
Ce. Stones, Honing 
eon! Telescoping Gauges 
nL gees Thickness Gauge 
Pe ie os Thread Chasers 
ce Tools, Bearing 
See Transmission Stands 
ok eae Valve Lappers 
+ (Aas Valve Testers (Vacuum) 
oe Valve Seat Reconditioner 
ot Valve Seat Replacer 
oe Valve Spring Compressor 
aes a om Valve Spring Tester 
Beh sock Weighing Scales 


138 BRAKE DEPARTMENT 


Check what Check what 
eae Tools and Equipment gag Tools and Equipment 
this column this column 
i Air Chucks eee Drill Stands 
pe Air Compressors (nace. Drip Pans 
5 a ee Air Hose, Reels, Gauges ||........| Drop Lights 
ear Air Nozzles, Cleaning ........{ Electric Drills 
vice Bench Grinders ........| Emery Wheels 
. ( Bench Vises faeevs cd) Bgy-Outs 
ee Bending Irons ae 
aa Blades, Hack saw ........| Fire Extinguishers 
ou ee Blow Torches '........]| Floor Brooms 
ve Ce Bolt Cutters 3 .......| Floor Serapers 
eee Brake Band Rounding Tool||........| Garage Jacks © 
eee Brake Drum Gauges Lb. Gas @ Ar Toreh 
See Brake Drum Lathe ........| Gauges, Screw Pitch 
2 ae Brake Flusher ........-{ Gauges, Feeler 
Pie eee Brake Lining Clamps ........}| Grinding Wheels 
ee Brake Lining Cutters ........| Hack Saws 
Sree ss Brake Lining Drillers ........| Hammers, Machinists’ 
ee se Brake Lining Grinders .......-| Heaters, Garage 
Be RAN: Brake Lining Riveters ........| Hub Cap Wrenches 
ay peer Brake Pedal Depressor ........{ Hydraulie Cylinder Hones 
2 AS Brake Testing Machine ........| Hydraulic Brake Bleeders 
ee ame Brake Wrench Sets ........{| Inside Micrometers 
ae Brushes, File Cleaning ........] Irons, Bending 
Bea, Buffer, Power he ee 
AL. Calipers, Inside & Outside|;........| Kits, Metal Tool 
gc oo Cans, Waste |........{ Knock-Off Pullers 
ce Car Horses ........{ Lamps, Floor Service 
rs Card Holders, Repair actin ba ee 
Mote Center Punches ........{ Lining Buffer, Brake 
St Chisels, Cold ........| Metal Cabinets 
a ae Cleaning Tank ........-| Metal Shears 
eS Cords, Extension Hc. a. <|” NIppers 
ane Covers, Fender ........| Penetrating Oil Gun 
a ae Covers, Seat ........| Pliers, Assorted 
a Creepers : ........| Portable Work Benches 
a Cutters, Wire ........}| Pullers, Cotter Key 
ae Decelerometers ........{ Putty Knives 
nS Oo Dial Gauges ci. bv SLA 
Ae ee Dies & Taps ........}| Reamers 
. eee Dolly Jacks ........| Saws, Bushing 
. . Shes Dressers, Emery Wheel .......-+}| Serew Drivers 
{ae Drifts ........| Steel Rules 
Dee Presses. ec 2 Thickness Gauge 
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Drill Sets —S Saaees Thread Chasers 
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Check what 


Check what 
eee fa Tools and Equipment habe ie Tools and Equipment 


this column this column 


ret ate Sr Work Benches, Fixed 
eee | Wrenches, Adjustable 
ee Se: ~Wrenches, Box 

ee eee Wrenches, Hub Cap 
Beh Wrenches, Monkey 

Si kind ona Wrenches, Pipe 

oe ste Wrenches, Socket 


ce wee Se a  . 


140 RADIATOR AND COOLING SYSTEM DEPARTMENT 


Check what Check what 

hate ta. Tools and Equipment  tysag Tools and Equipment 
this column this column 

i Air Chucks | ........| Radiator Boiling Tanks 
ee Air Compressors _.......| Radiator Core Clamps 
Pap geen Air Hose, Reels, Gauges ||}........| Radiator Filling Cans 

A ie eee Bench Grinders ........{ Radiator Flushing Valves 
ae sk.” Bench Vises | ........| Radiator Test Tanks 
pra saety 3 Blades, Hack Saw ........| Riveting Dies 

BRE ee Blow Torches ........{| Serew Drivers 

eS Se Brushes, Paint pass oe ears 

Re Buffer, Power .......+{| Work Benches, Fixed 
pore C Clamps ........| Wrenches, Adjustable 
..odsa se] Cans, Waste poe Br acienc ay ais Wrenches, Box 

+ ees Card Holders, Repair ........| Wrenches, Monkey 
mie eee Center Punches ........| Wrenches, Pipe 

i \ ees Chisels, Cold _ -.......} Wrenches, Socket 


Cleaning Tank 
Cords, Extension 
Covers, Fender 
Covers, Seat 
Creepers 
Cutters, Sheet Metal 
Cutters, Wire 
Dressers, Emery Wheel 
Drifts 
Drop Lights 
Emery Wheels 
Files 
Fire Extinguishers 
Floor Brooms 
Floor Scrapers 
Grinding Wheels 
Guns, Radiator Cleaning 
Hack Saws 
Hammers, Machinists’ 
Heaters, Garage 
Kits, Metal Tool 
Lamps, Floor Service 
Mallets 
~ Metal Radiator Racks 
ies oa Metal Shears | 
Pep oe Nippers 
Pliers, Assorted 
Plugs, Radiator Test 
Pullers, Cotter Key 
Pry Bars 


dab: 0181 OS 


ee, ee See! oe ao ed 


oe ee se Hed 


Ue Pe a ed Sew Wey 
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WHEEL ALIGNMENT — SHOCK ABSORBERS — 14] 
FRONT-END SERVICE DEPARTMENT 


Check what Check what 
whet Tools and Equipment gs paar hed Tools and Equipment 
this column this column 
fare Air Chucks vwivs ces | Garage Jacks 
(ee Air Compressors ........| Gas & Air Torch 
je Ree Air Hose, Reels, Gauges |j........| Gauges, Screw Pitch 
Se ae Aligners, Front Wheel ........|. Gauges, Wheel Aligning 
Be ee ..| Arbor Presses ........| Grinding Wheels 
aaa? Axle Straightening ose) ees SAWS 
Seenenea, ©. a Hammers, Machinists’ 
Peek came Balancer, Wheel ........| Heaters, Garage 
. 5 ee Bench Grinders ........| Hub Cap Wrenches 
ria qe uptime | PI wae Irons, Bending 
sey ae ae Bending Irons arigaie: | Weta 
ree Blades, Hack Saw . |je......-| Kits, Metal Tool 
iaiere Brushes, File Cleaning ........{ Knock-Off Pullers 
{ip ee Brushes, Paint ........| Lamps, Floor Service 


OURS NE gre Buffer, Power’ 

By Pe asa Camber Gauges 
Pea. Ss Cans, Waste 

ee, Agee Car Horses 

Rea Oe Card Holders, Repair 
ye Gata Caster Gauges 

aN R RT Center Punches 

.. aera et Chain Hoists 

joes de eee Chisels, Cold 
ie Cleaning Tank 

hs pe ee Cords, Extension 
eae Covers, Fender 
fines 4 Covers, Seat 

eee ey - Creepers 

EAD bie Cutters, Wire 

Pin Sree ee Dies & Taps 

Ey, Gators Dolly Jacks 

nee Deets Dressers, Emery Wheel 
ee am Drifts 

bid Gare 8 Drill Presses 

7 aad iawn _ Drill Sets 
ae Drill Stands 

fe fans 53 Drop Lights 

oe eas Electric Drills 

pis ede Emery Wheels 
ek eee Ezy-Outs 

. ee Files 

oS ieee Fire Extinguishers 
Ps ee Floor Brooms 

a ae eee Floor Scrapers 


142 “FRAME — a DEPARTMENT 


Check what Check what 

yg aeaige Tools and Equipment hs 2 Tools and Equipment 
this column this column 
mer Arbor Presses _.......| Heaters, Garage 
we Axle Shaft Pullers ........}| Hub Cap Wrenches 
cae Bench Grinders ........| Irons, Bending 
oe Bench Vises os phe e yp decks 3 
nee Blades, Hack Saw ........] Kits, Metal Tool 
Cae Brushes, File Cleaning ||........ Knock-Off Pullers 

. oe eee Brushes, Paint |........| Lamps, Floor Service 
ii Buffer, Power lpueved. | deifts, Car 

. ee Camber Gauges '........| Measure, Steel Tape 
eee Car Horses . a0 Nippers 
ta Card Holders, Repair ........{ Pliers, Assorted 
ee Caster Gauges ...¢....| Portable Work Benches 
5, shee Center Punches |.....+.-] Pullers, Cotter Key 
ee Chain Hoists © Peis sy] b¥y Bars 
mre A Chisels, Cold be . eo t | eeamers 
. eee Cleaning Tank |........| Rear Axle Stands 
RPS 5 Sia Cords, Extension ........{| Riveting Dies 
Pe ger Covers, Fender i........| Saws, Bushing 
ee ae Covers, Seat I........{ Serew Drivers 

Bae eos Creepers ........| Sledge Hammers 
ee a lene Cutters, Wire ........| Spring Bushing Jacks 
SS eae Dies & Taps ........] Squares, Carpenters’ 
ie ek. os Dolly Jacks ........| Steel Rules 
ees soy; Dressers, Emery Wheel ........}| Toe-in Gauges 
“eee eS Drifts ........}| Work Benches, Fixed 
eels Drill Presses ........| Wrenches, Adjustable 
- Co ee Drill Sets ilo u......] Wrenches, Box 
Be Drill Stands ........| Wrenches, Hub Cap 
ie. Drop Lights ........| Wrenches, Monkey 
sah eee Electric Drills ........{ Wrenches, Pipe 
gag ete ee Emery Wheels ........} Wrenches, Socket 
5 aoe a Ezy-Outs Sapte 
ee Files 


eee Fire Extinguishers 
pee Floor Brooms 
aes Floor Scrapers 

i EES Frame Straighteners 
Se eee Garage Jacks 

eae Gas & Air Torch 

ip eet Gauges, Screw Pitch 
ee es. Gauges, Wheel Aligning 
aoe aes Grinding Wheels 

eee sf Hack Saws 

........| Hammers, Machinists’ 
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Check what : Check what . 
Neda ae Tools and Equipment y cada Tools and Equipment 
this column \|this column 


ere Cee Air Chucks 

ae pias Air Compressors 

brie < ae Air Hose, Reels, Gauges 

Rema Be Air Nozzles, Cleaning : 

oR EA Aprons, Rubber 

Maa Brushes, Upholstery 

SP aie Cans, Waste 

ieee a Card Holders, Repair 

Ai eee Chamois 

Rear ee Cleaners, Engine 

Dott ss? Cords, Extension 

ete ts Covers, Seat 

epee Drop Lights 

See Electric Polishers 

be aes Fender Brushes 

Pa Beas Fire Extinguishers 

aN scapatt Floor Brooms 

ita Seed Floor Scrapers 

hor ap aaee Heaters, Garage 

ee Si sige Lamps, Floor Service 

sea aes Lifts, Car 

Pil ie ae Metal Cabinets 

aetna aes Power Car Washer 

eet we ies) = Rubbing Machines 

ere ee Sponges 

kane Vacuum Cleaners 
Washing Equipment 
Work Benches, Fixed 

Ceaeer a eee Wringers 


rae Sie, Weel dere, Se ce 
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Check what 
you now 
have in 

this column 


et eee ee 
O04 8 Pa es 
e646 ees ee 
O. 0 eek e eee 
We ee es 
© 6 60) @ is enue 
o 0. 0-8 a) Oe 
0 (60. tee 
©. 0 0-0 eee 
eo} O96 hee 
9-4 6a eee 
40 * 29 ee ee 
Cite’ Meme Ney ee Set 
6 -et9 we eee ee 
9 ere eee 8 
e. 0 ee ee? Ore 
Og 9 WS Ay Ee 
COLDS, @ late eke vt 
0 See oe aa 
0 Se Sener 
COS ae 6- @.\ ple -t8 
TAS Way Joes Ck) es oe Rey 
aS Ea ae eer 
0 Cee heer 8 
[et Bes ee oer eat Raed 


© AF Oe Seen ee Oe 


€2 0 ET ee eee 
Ee et rad a 
6 OF DUE ae 
, ee See ee ee ee een 
She oe eh Toes 
PPE cM re toe ale eee | 
lh Le ae eet ee eae 
TE ee Se ae ee 
* | 
‘on. Ge ee ae eee ed 
Ot cee ye ae es be 
@) \elgtoer Tale 
e606 eh 6 setae 
ee ee ee ee 
Ce Me ee ee Da ine el 
RG eee fe She |e 


GENER cop 
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Tools and Equipment 


Air Chucks 

Air Compressors 

Air Hose, Reels, Gauges 
Air Nozzles, Cleaning 
Aligners, Connecting Rod 
Aligners, Front Wheel 
Arbor Presses 

Battery Carriers 

Battery Charge Clips 
Battery Chargers 
Battery Discharge Sets 
Battery Fillers 

Battery Terminal Pullers 
Battery Testers 


‘Bearing Reamers 


Bearing Scrapers 

Bench Grinders 

Bench Vises 

Bending Irons 

Blades, Hack Saw 

Blocks & Tackle 

Blow ‘Torches 

Body Bumping Toois 

Bolt Cutters 

Breaker Point Files 

Breaker Point Synchroniz-) 
ing Tools 

Brushes, Carbon Cleaning 

Brushes, File Cleaning 

Brushes, Paint | 

Brushes, Upholstery 

Buffer, Power 

Cans, Gasoline & Oil 

Cans, Radiator 

Cans, Waste 

Car Horses 

Carbon Scrapers 

Card Holders, Repair 

Center Punches 

Chain Hoists 

Chain Tools, Tire 

Chains, Tow 

Changers, Tire 

Chisels, Cold 


you now 
have in 
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Check what 


this column 


Tools and Equipment 


Clocks, Time 
Coil Tester 
Compression Tester 


-_ Condenser Tester 


Cords, Extension 

Covers, Fender 

Covers, Seat 

Creepers 

Cutters, Sheet Metal 

Cutters, Wire 

Cylinder Head Lifting 
Hooks 

Curb Jacks 

Dies & Taps 

Dolly Jacks 

Dressers, Emery Wheel 

Drifts 

Drill Presses 

Drill Sets 

Drill Stands 

Drip Pans 

Drop-Center Tire Tools 

Drop Lights 

Electric Drills 

Emery Wheels 

Engine Testers 

Exhaust Fan 

Ezy-Outs 

Fans, Ventilating 

Files 

Fire Extinguishers 

Floor Brooms 

Floor Scrapers 

Funnels 

Garage Jacks 

Gas & Air Torch 

Gas Stoves 

Gas Tanks (Welding) 

Gauges, Screw Pitch 

Grinding Wheels 

Hammers, Machinists’ 

Hammers, Soft Face 

Heaters, Garage 

Hub Cap Wrenches 


GENERAL SHOP — 
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Check what 
you now 
have in 

this column 


Tools and Equipment 


Hydrometers, Battery 
Hydrometers, Radiator 
Jacks 

Key Machines 

Kits, Metal Tool | 
Lamps, Floor Service 
Lathes, General Shop 
Metal Cabinets 
Metal Shears 

Nippers 

Openers, Garage Door 
Pipe Flaring Tool 
Pliers, Assorted 
Portable Work Benches 
Pry Bars 

Pullers, Axle Shaft 
Pullers, Bearing 
Radiator Filling Cars 
Rim Tools 

Screw Drivers 
Searchlights 

Sledge Hammers 
Spark Plug Cleaner 
Spark Plug Gauge 
Spark Plug Tester 
Steel Cables 

Steel Chains 

Tow Bars 

Tow Chains 

Towing Dolly 
Towers, Air 
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Tube Vulcanizers 
Vacuum Cleaners 
Work Benches, Fixed 
Wrecking Equipment 
Wrenches, Adjustable 
Wrenches, Box 
Wrenches, Monkey 
Wrenches, Pipe 
Wrenches, Rim 
Wrenches, Socket 
Wrenches, Spark Plug 
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Tube Testing Equipment 


Check what 
you now 
have in 


‘this column) | 
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Tools and Equipment 


Wrenches, Tappet 
Adjusting 


146 SERVICE SHOP MANAGEMENT 


WHAT EXTRA CAN YOU SELL? 


Selling labor is only half of your job. Selling something 
extra—a bulb, spark plug, oil drain, ignition coil, or something 
else—with each service job, is the secret of boosting profits. 
There is frequently more net profit in a five minute sale than 
in five hours of service labor. But to make these sales, you 
must have the stuff to sell. 

This does not mean that it is good business to load up 
with a lot of non-essential unadvertised gadgets. But it is 
sound business to have on hand a small quantity of a wide 
variety of nationally-known service parts and accessories. 
Then, with these items in stock, a watchful eye will tell you 
which ones to suggest to each motorist. The result will be 
satisfaction to both the customer and yourself. 

Markets vary. What will sell readily in one locality will 
not sell in another. Tire chains may sell the year around 
where there are slippery or muddy roads. And they may not 
sell at all in other localities. Your job as head of your busi- 
ness is to watch to see what motorists in your district are 
using. What they use, they buy; and they will buy it from 
you if you stock it, display it, and talk it up at the right time. 

It would be business suicide to put in everything shown 
in the following list. It would be equally bad if you had none 
of the parts and accessories here listed. This list is made up 
So you may easily check your present stock to see what you 
have on hand, and what you should add. 

In general, accessories can be sold in any department. 
It is what the customer “needs” that determines what he can 
be sold. And the fact that he may be in your brake depart- 
ment does not mean that it is “closed season” on selling him 
a set of plugs or anything else that he might need. But it does 
help to group the accessories and parts according to the de- 
partments where they are most likely to be sold. 
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Salesman for 
this item 
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GAS — OIL — LUBRICAT 


Parts 
Accessories 
Shop Supplies 


Air Cleaners 

Air Gauges 
Anti-Freeze 
Anti-Rattlers 
Awnings, Car 
Batteries, Flash 
Batteries, Storage 
Belts, Fan 

Body Polish 

Boots, Tire 
Brackets, Bumper 
Brake Fluid 

Brake Lining 
Bulbs, Lamp 
Bumper Guards 
Cable, High Tension 
Caps, Gas Tank 
Caps, Hub 

Caps, Radiator 
Caps, Valve 
Carriers, Luggage 
Cement, Radiator 
Cement, Rubber 
Chains, Tire 
Chamois 

Cleaners, Glass 
Cleaners, Oil 
Covers, Ignition 
Covers, Radiator 
Covers, Seat 
Covers, Spring 
Covers, Tire 
Cylinder Lubricators 
Dust Cloths 
Emblems, Radiator 
Extinguishers, Refills 
Fender Flaps 
Filters, Air 

Fire Extinguishers 
Fittings, Lubrication 
Frost Removers 
Fuses 


IN DEPARTMENT 


Parts 
Accessories 
Shop Supplies 


See Jobber’s ee 
Salesman for 
this item 


Glass, Window 
Glass, Windshield 
Greases 
Guards, Radiator 
Heaters, Car 
Horns 
Hose, Radiator 
Lamps, Spot 
Lamps, Trouble 
Lenses, Headlight 
License Holders 
Locks, Car 
Locks, Gasoline 
Locks, Tire 
Lubricants 
Mirrors 
Motor Oil 
Ornaments, Radiator 
Pads, Pedal 
Patches, Tire 
Patches, Tube 
Ae ee Plugs, Spark 
reed fees | Plugs, Tire Repair 
Radios 
Ropes, Tow 
Smoking Sets 
Sponges 
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peer eS Tires " 
Top Dressing ; 
Tubes, Inner 
Wipers, Windshield 
Wrench Sets 
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/ ik: 


aie = aes ee Covers, Ignition 


A 5 

el 
5 ag 2 a8 Parts 
8 @| ‘og Accessories 

2 ee Shop Supplies 

Zz oa 

3 ot 

Nn 


Air Gauges 
Boots, Tire 
Caps, Valve 
Cement, Rubber 
Chains, Tire 
Covers, Tire 
Lamps, Trouble 


Locks, Tire 


2% 

Be ey 
Au od E Parts 
BS | 28s Accessories 
of | Pea ; 
iz a "a a Shop Supplies 

aa aa 
n 


We ee Axle Caster Shims 
Caps, Hub 


Links, Chain Repair 


32 = si 5S g 
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es c as Secmeties s = as Neca 
7 | "> Bc Shop Supplies 7 Fs gx Shop Supplies 
an an 
os en a Air Cleaners ....{......]| Covers, Radiator 
vives |e ee Batteries, Storage ....|......{| Distributor Parts 
vs | ee Battery Cables ....]......}| Fuel Strainers 
Aa ee Belts, Fan Geet at USES 
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